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Monetizing Your Rehousing Investment: 
Performance Budgeting for System Leaders



Your Name.

Your Organization.

One thing that you hope 
to learn today.

Welcome!

Please let us know in the chat: 
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AGENDA

Recap of Part 1 Estimating 
Community Need

Introduction to 
the Budget 

Planning Tool

4

Community 
Practice & 

Share



LAND ACKNOWLEDGEMENT 

We recognize and acknowledge the First People of this 
ancestral and unceded territory – the land that today we call 
California. With respect to their elders, past and present, we 
recognize the tribal communities as the original stewards of 

this land, and who continue to lift up their stories and cultures.

Adopted from Los Angeles County’s

Land Acknowledgment 



COMMUNITY AGREEMENTS

Assume good intent and take accountability for 
negative impact (“ouch” and “opps”)
Share airtime (take space, make space)
Practice active listening (with empathy)
I Statements; speak from your own experience
Respect brave and sensitive statements: take 
what resonates and apply, but leave who said 
what in the zoom
Everyone is an expert in their own experience, but 
they don’t represent and entire group

Together we create a brave space for learning, re-imagining, & problem-solving so let’s 
ASPIRE: 



LEARNING OBJECTIVES

How do you work with local data to estimate need and inform your 
budget?

At the end of today’s webinar, Leaders will be able to: 

1. Learn how to use local data to assess community need to inform development of annual 
program goals, objectives, activities, and funding through the budget process. 

2. Learn how to use the Changewell Project Budget Tool to create your program budgets 
and understand key decision points. 



GET TO KNOW YOUR NEIGHBOR:
How are you managing the egg inflation crisis? 



PART 1 SESSION RECAP
Monetizing Your Rehousing Investment



Local 
Government

Public 
Agencies

Healthcare
Homelessness 

Services

Housing 
Developers/ 
Landlords

This  Photo by Unknown Author i s licensed under CC BY-
SA

Local Homelessness Response 
System

http://journal.stiei-kayutangi-bjm.ac.id/index.php/jibk
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/


Increased Accountability

• Reducing the number of people 
experiencing homelessness.

• Reducing the number of people who 
become homeless for the first time.

• Increasing the number of people 
exiting homelessness into permanent 
housing.

• Reducing the length of time persons 
remain homeless.

• Reducing the number of persons who 
return to homelessness after exiting 
homelessness to permanent housing.

• Increase successful placements from 
street outreach.



• Performance-based budgeting is the process of developing 
a budget based on what results/outcomes are expected as 
a result of the resource investment. 

• The performance-based budgeting process seeks to align 
resources (human, financial, operational, capital), based on 
a prioritized set of outcomes. 

Defining Performance-
Based Budgeting



Guiding Questions

• What are we doing with our 
resources? (activities)

• Who are we doing it for? 
(targeted population)

• What are we are hoping to get? 
(program outcomes)

• How do we know if we are getting 
what we hoped we would get? 
(performance indicators)



A Budget’s Story

Homelessness Services Providers



Goal

Strategy #1 Strategy #2 Strategy #3 

Activity #1 Activity #2 Activity #3 Activity #4 Activity #5 Activity #6

$$$ Budget Allocation $$$ Budget Allocation $$$ Budget Allocation

Outcome(s)

Aligning goal, strategies, activities, 
outcomes with funding



Key Take-Aways

• Local communities are under public pressure to increase performance in reducing 

homelessness.

• Now more than ever, program goals, outcomes, and resources must align to move 

the needle on community-level performance measures.

• Performance-based budgeting offers an inclusive process to develop a budget.

• Performance-based budgeting offers transparency on true costs of programs.

• Performance-based budgeting supports prioritization and decision-making.



ESTIMATING COMMUNITY NEED: 
A CONVERSATION WITH DR. ASHLEY LONG

Monetizing Your Rehousing Investment







Data to Consider



Data Sources
A few Potential Data Sources (this list is not exhaustive)

oOut of Reach Report (National Low Income 
Housing Coalition)

oCounty Explorer – Housing Affordability 
Profiles

oCA Homeless Data Integration System (HDIS) 
- Dashboards

oCOVID – 19 Pandemic Vulnerability Index 
(PVI)

oAffirmatively Furthering Fair Housing (AFFH) 
Data & Mapping Resources

oCA Housing Partnership Profiles

oChange Well System Performance & Equity 
Measures

oHUD Fair Market Rents

https://reports.nlihc.org/oor/california
https://reports.nlihc.org/oor/california
https://ce.naco.org/?dset=Housing%20Affordability&amp;ind=Housing%20Affordability%20Profiles
https://ce.naco.org/?dset=Housing%20Affordability&amp;ind=Housing%20Affordability%20Profiles
https://bcsh.ca.gov/calich/hdis.html
https://bcsh.ca.gov/calich/hdis.html
https://covid19pvi.niehs.nih.gov/
https://covid19pvi.niehs.nih.gov/
https://affh-data-resources-cahcd.hub.arcgis.com/
https://affh-data-resources-cahcd.hub.arcgis.com/
https://chpc.net/housingneeds/
https://public.tableau.com/views/HousingSystemPerformanceMeasures/CoC?:language=en-US&:display_count=n&:origin=viz_share_link
https://public.tableau.com/views/HousingSystemPerformanceMeasures/CoC?:language=en-US&:display_count=n&:origin=viz_share_link
https://www.huduser.gov/portal/datasets/fmr.html


BREATH BREAK WITH CONNOR JOHNSON 
Monetizing Your Rehousing Investment



ASSEMBLING A BUDGET INFORMED 
BY KEY DECISION POINTS WITH 
JOHN ENGSTROM

Monetizing Your Rehousing Investment



BUDGET PLANNING TOOL



• Estimate the funding for the full population of need
• Design program within funding parameters
• Optimize costs and funding
• Analyze gaps in funding
• Advocate for additional funding
• Set operational benchmarks and funding limits for your 

program

Budgeting is a 
Powerful Tool



Budgeting Basics

• Figure out what your program participants need

• Translate client needs into cost assumptions
• Categorize the type of cost

• Fixed costs – don’t scale
• One-time costs – scale with clients served
• Ongoing marginal costs – scale with clients served and program 

time
• Build reasonable assumptions for those costs

• Projecting Program Costs
• Combine cost assumptions with time, service durations, and client 

turnover



What Do Clients Need? -
HDAP
• HDAP Service Elements

• Disability Advocacy
• Housing Case Management
• Care Coordination
• Connection to Permanent Housing
• Temporary Housing Assistance

• Rental Assistance
• Shallow Subsidies
• Temporary Rental Subsidy
• Permanent Rental Subsidy
• Hotels

• Landlord Incentives
• Household Goods



Translate Client Needs Into 
Costs
• HDAP Service Elements

• Disability Advocacy – Staff Costs
• Housing Case Management – Staff Costs
• Care Coordination – Staff Costs
• Connection to Permanent Housing – Staff Costs
• Temporary Housing Assistance – Housing Assistance

• Rental Assistance
• Shallow Subsidies – Ongoing Cost
• Temporary Rental Assistance – Ongoing Cost
• Permanent Rental Assistance – Outside of Program
• Hotels – On-going Cost
• Deposit Assistance – One-time Cost

• Landlord Incentives - One-time Cost
• Household Goods – One-time Cost



Budget Planning Tool –
Cost Assumptions



Budget Planning Tool -Service 
and Time Assumptions



Budget Planning Tool Cost 
Projections



Analyzing the Funding 
Gap

When faced with a funding gap:
• Change program design
• Seek to share costs with other 

programs
• Find new funding to fill gap

Funding Gap: $435,000



Visualizing Program 
Design Choices



Visualizing Program 
Design Choices
Hotel Strategy

FMR Rental Subsidy Strategy



The Redesign Closed 
the Funding Gap



Setting Operational Benchmarks 
and Funding Limits

• Service Targets
• 20 Clients per month

• Service Limit
• Not more than 5 clients in hotels at 

once

• Monthly Client Assistance Target
• $42,000 per month

• $7,000 one-time assistance
• $35,000 ongoing assistance



Braiding Revenue 
Streams

The key to braiding revenue streams is to 
look for overlap in:
• Eligible Populations, and
• Eligible Activities

• Tip: Whenever you hear a funding stream 
mentioned make a note of the funding 
stream, the eligible populations for the 
funding stream, and the eligible activities 
for that funding stream.

Mental Health 
Service Act HDAP



COMMUNITY PRACTICE
Monetizing Your Rehousing Investment



Budget Planning Exercise

Scenario

Assume that you are completing the budget planning for a 

CalWORKs HSP program. The County you are doing the analysis 

for has identified that 60 families would qualify for their HSP 

program. For this population, housing case managers in this 

County typically carry a caseload of 30 clients per FTE. This 

County also has a best practice of having one housing navigator 

for every two housing case managers, and they would like to 

keep the ratio the same for any new programs. Generally, the 60 

families identified will need 3 bedrooms for each family.



Questions

1. How much total funding is needed for the program?

2. Assume CDSS has provided the County with $1,000,000 of funding. What 
is the gap in the amount of funding needed?

3. If there was another housing case management program within the 
County that could provide case management for 30 of the 60 families with 
no additional funding needed. How could you modify the funding planner 
to account for that program?

4. If you assumed the case management support from the other program? 
What is the funding gap now?



COMMUNITY SHARE



CLOSE OUT

QUESTIONS?

Thank you for attending the System Leaders Series: Monetizing Your 
Rehousing Investment – Part 2. 

Join us for our Learning Community on March 8, 2023. 



THANK 
YOU!

WWW.CHANGEWELLPROJECT.COM
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