Utah Homeless Management Information System
Working together to END HOMELESSNESS


UHMIS Software Change

Purpose:
The purpose of this document is to provide a general background and purpose of why it is necessary to explore other HMIS Software Vendors.  The State Community Services Office (SCSO), based on the feedback from participating agencies and Continuua Participants, has identified significant barriers to performance with our current vendor that if not resolved warrant a change in software vendor in order to facilitate a successful HMIS program. For this reason, SCSO along with the UHMIS Steering Committee has developed a process for identifying alternative HMIS Vendors.  This process should inform the Continuua, HMIS Project staff, and partnering agencies about the features of alternative HMIS vendors and necessary steps and considerations should a software change occur.
HMIS Background & Objectives:

The State Community Services Office (SCSO) within the Utah Department of Community and Culture provides HMIS services for the state’s three Continua that include Utah Balance of State, Salt Lake County, and Mountianland Region Continua.  The main goal of HMIS administrators is to provide the technical support to fulfill the data collection requirements for HUD funded programs through the Continuum process and increase HMIS coverage for the State. Within those Continua, roughly 50 agencies input information directly into the HMIS system which averages to about 10,000 new records a year.  We are a statewide project and our users are spread throughout the State in both rural and urban areas.  HMIS administrators are looking to continue this service as well as provide reports for local and state leaders that would support strategic planning and best practices efforts.  
The following are objectives of a successful HMIS program:
· Streamline Intakes, referrals, and assessments of clients for different programs provided on an agency, community and state level.

· Enhance the coordination of services provided on a client level between various service providers.

· Assist with mainstream benefit application and acquisition.

· Evaluate consumer and programmatic progress and outcomes.

· Report necessary and pertinent information to agency funders, boards, and stakeholders.

· Promote the coordination of services provided by multiple agencies for Housing First Programs. (Tracking multiple agencies services on one APR)

· Meet Federal and State reporting requirements on an agency level.

· Produce usable data for the Annual Homeless Assessment Report (AHAR) for each Continuum.

Current Barriers to HMIS Performance:

Current Barriers to effective implementation with our current HMIS software Vendor:

· Slow performance: We have implemented a statewide Homeless Prevention and Rapid Re-housing Project (HPRP) which requires intensive data collection within the HMIS System.  With the volume of clients and the amount of information required for each, the slow performance translates into high costs across the board. Frequent timeouts during data entry add to the time it takes to enter each client’s information.  Current points to consider:
· The cost of resources to gather the bare minimum client level information required by HUD supersedes the amount of resources that is being spent with direct client interaction.
· Current resources will need to be maintained and eventually increased to meet HUD’s requirements (AHAR, APR, PIT, HIC, Outreach.)
· High level of IT Support:  The database requires highly skilled and specialized technical support for HMIS administrators.  While the system does offer a reasonable ad-hoc reporting tool using Crystal Reports; it requires high level technical skills to write programs in order to accurately create reports, thus increasing our costs to operate the system. HMIS administrators have identified barriers to providing necessary technical assistance to communities due to the time required to maintain software features necessary for performance. Current points to consider:

· Development of reports and extracts is very time consuming on an administrative level, and requires agencies to enter needed data in shadow system for easier access.

· Time priority is currently not available to devote to developing reports that will assist agencies in providing useful, meaningful data to other funders (foundations, or other grant opportunities)

· Administrative cost to re-engineer reports that were and could continue to be made obsolete with upgrades.
· Insufficient Reporting Capability:  In regards to HUD reporting, we have not been able to submit necessary reports such as the APR on agency level, and the AHAR on a continuum level due to data corruption and difficulty writing reports specific to HUD requirements.  This is extremely important to our HMIS project and our agencies as HUD is emphasizing that these reports need to be populated out of the CoC’s HMIS Software. Current points to consider:
· Administrative cost associated with maintaining the system will continue to grow to get the necessary data out of the system on a State, CoC, and agency level.

· Heavy administrative time to re-develop the way services are set up in order to streamline reporting for the purposes of HUD Reporting.

· Ongoing Issues with Customer Service: We have had several issues with client level data and HUD reporting that have been difficult to resolved with our current vendor and have required extensive follow-up.  We have yet to receive a resolution to many time sensitive issues. Current points to consider:
· Design and flow of user interface presents a time consuming process for client entry, particularly HUD required fields.

· Data doesn’t save completely all the time and is lost for periods of time requiring duplicated entry.

· HMIS staff time is consumed by following through with daily issues that go unresolved by vendor; which leave little time for improving reports, or business practices that would help in CoC competition.

· Current records could continue to be corrupted, and drain resources to identify the current records.

Proposal for Change in HMIS Software Vendor:

SCSO believes that there is HMIS software available that would adequately meet the needs for ad-hoc reporting in addition to the client level tracking and outcome reporting requirements of all HUD funded providers.  
It has been determined that there are core needs that should be addressed.

Overview of Needs

· The need to upgrade/replace existing software

· The need to comply with HUD data entry and reporting standards

· The need for an intuitive user interface

· The need for software that will allow for optimal efficiency and functionality in providing agency level programs and services

· The need to generate reports that evaluate data quality, program outcomes, program statistics, and analyze data trends

· The need for a prohibition against creating duplicate client records, and presents a tool in which duplicates are easily identified and merged quickly

· The need for a reporting query tool that is easily accessible and usable for program managers so that data will be useful on an agency level.

Minimum Requirements for HMIS Software

 The suggested minimum requirements of software must possess the following: 
1. Be web-based, and be “Software as a Service” Provider.
2. Be up to date with all of HUD’s Reporting Requirements for the following:
a) Annual Performance Report (APR)

b) Quarterly Performance Report (QPR)

c) Annual Homeless Assessment Report (AHAR)

d) Additional Reporting:

i. Have ad-hoc reporting capabilities that are accessible to agency administrators. 

ii. User friendly tool that doesn’t require IT expertise to populate simple queries.

3. Be up to date with HUD’s 2010 data standards, as well as the ability to easily update with any upcoming changes.
4. Have experience of successful data migration from a legacy system.

5. Have a user intuitive interface that is easily trained.
6. Have a current XML Schema.

Based on the feedback that has been submitted from users we will include more specific details of tools and needs that must be met as Functional Requirements.

Considerations & Concerns Regarding a Change in Software:

We have established a short list of concerns and/or considerations regarding a change in software.  

TIME & IMPLEMENTATION:

· RFP and Vendor selection process will be time consuming for participants.

· Initial set-up and training will be very time intensive

· Coordination and time spent with agency administrators will be intensive to ensure the system is set – up appropriately for their business practices.
· Initial set-up and training will be very time intensive and require statewide commitment.

· Possible un-anticipated barriers may arise prolonging the implementation process.

· Complications with HMIS activities such as PIT, grants, etc. during change.

COST:

· The State Community Services Office has committed to cover the one time up-front cost of $75,000.00 for the initial switch. (This will not affect the amount of funding available for grants)
· Ongoing user fees may be more expensive than our current vendor, however we anticipate a decrease in the amount we will have to pay for specialized services (IT Support for Report development, etc.) which will balance the cost.
DATA MIGRATION:

· Corruption or loss of historical data.

· Difficulty in obtaining historical data in a usable format.

· Reports might not sync over time if software system pulls reports differently

 Transition Plan:

We will have a contingency plan in place to ensure we have the necessary data needed.  The following are suggestions on how to proceed in this process during the transition.
1. We will purchase a copy of our database.

2. We will develop other tools to document the necessary information that needs to be gathered for HUD and State funds.

a. This would mean double tracking but would ensure data integrity in one form or other.

b. We would develop and provide these tools to the agencies, along with needed assistance.

TARGET TIME LINE
	MONTH
	DAY
	TASKS
	Business

	July 2010
	30th 
	*Have RFP Content Established/Ready to Format
	APR’s

	August 2010
	30th 

	*Have RFP ready to submit for DTS Approval

· Finalization of Rating Tools and Selection Process
CoC Statement of Agreement (during August CoC meetings)
	CoC GRANT

APR’s

	September 2010
	1st – 14th 
15th 

20th – 30th 

21st  
	DTS Review
PUBLISH RFP

Bidders Question Period

Develop Group Structure for Demo’s

UHMIS Steering Committee Meeting
	CoC GRANT

APR’s

	October 2010
	1st – 8th 
15th
22 - 28th 

 
	HMIS Response to Bidder Questions
RFP DUE
HMIS subcommittee meeting – 

· Develop Demo Schedule
· Have all RFP’s Reviewed
· Meet to Select top 3-5 Vendors

Have Demo’s Scheduled with top Vendors
	AHAR

QPR’s

	November 2010
	1st – 12th
15th – 30th
15th   
	*Vendor Demo’s (depending on schedule developed in October)
Vendor Selection

UHMIS Steering Committee Meeting
	PIT Training

AHAR

	December 2010
(Holiday Factor)
	Whole Month
(depends on Vendor action plan)
	Contract Negotiation?

Implementation Planning with Selected Vendor?

Data Migration?
	PIT Training

AHAR

	January 2011
	Whole Month

(depends on Vendor action plan)
	Training (System Administrators)?

System Set-up (Agencies & Services)?

Data Migration?
	PIT 

QPR’s

	February 2011
	?
	Go Live
	APR’s

PIT Reconciliation


*LEAD: Sub-Committee


Variable Time frame dependent on Vendor Selected


