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Agenda Overview  
 

1. Welcome & Introduction 
2. Setting the Stage: CT Statewide Homeless 

System Planning & Funders Collaborative 
3. Presentation by Focus Strategies 

• Homeless Crisis Resolution Systems 
• Overview of SWAP Performance Measures 
• Sample Results from Other Communities 

 

4. Stakeholder Involvement & What’s Next?  

Presenter
Presentation Notes
Welcome & Introductions – all funders introduce ourselves and say why we are excited to participate

Now we are going to pause the video to transition to our PP presentation. 

We invited you to participate on this call because you are a vital stakeholder in the homeless service system in CT. We need your expertise and your continued engagement in developing solutions to help us end homelessness. 

For many of you, we are also excited to invite you to provide data to support this effort.  Most of you who are participating operate programs that provide beds, program slots or housing units that serve homeless people.  As such, your programs are included in our CoCs’ official Housing Inventory Count(otherwise known as the HIC) that we submit to HUD.  For the purpose of this project, we will be analyzing information on programs represented on the HIC – including shelter, transitional housing, rapid rehousing and supportive housing.  We will be taking a comprehensive look at all these elements of our system.  

We’ll talk more later in the presentation about what this information gathering will look like.

Speaking of the rest of the presentation, you can see on this slide what this webinar will address:

2. I’ll be providing some context, setting the stage; then

3. Focus Strategies will presenting their approach to thinking about homeless system design; how they use their SWAP suite of tools to assess system performance; and some sample results they have found in other communities, to give us a flavor of the kinds of things we might learn about our system here.

4. At the end of this webinar we are going to share with you how you will be involved and some of the next steps. But let’s get started with a little background. 



 
Background on the Funders 
Collaborative  
 • Fall 2015, Reaching Home Campaign invited Focus Strategies 
to conduct a system & data needs assessment 

• Request from stakeholders was for funders to provide clear 
direction and accountability  

• Recommendation from Focus Strategies to create a Funders 
Collaborative  

• Representatives from DMHAS, DOH, HUD, MCT 
• Focus on data-informed policy-making and system design 
• Our goal: develop clear and consistent expectations for 

providers and other system stakeholders in relation to 
project and system performance 
 
 
 

Presenter
Presentation Notes
In the fall of 2015, the Reaching Home campaign worked with Focus Strategies, a consulting firm from California, to conduct a system and data needs assessment to help it develop a more coordinated data strategy to end homelessness in Connecticut. As part of this assessment, Focus Strategies met with and interviewed multiple community stakeholders and leadership groups to clarify their data and reporting goals, understand how data collection and analysis currently supports their work, and identify where there are unmet data needs.  Their report, issued last year, identified ways the campaign can build upon and enhance the significant efforts already underway in Connecticut. 

The assessment and subsequent report revealed several important things. 

For the sake of our work together, we are responding to two important revelations:

Providers wanted the funders to provide them with clear and consistent expectations so that we can all be accountable and move forward together. 
It was suggested that the funders start their own collaborative comprised of DMHAS, DOH, HUD, and MCT. As a group, we share an interest in and commitment to data-informed policy-making and system design. Together we are working to determine how best to leverage this interest to better help our State make the next significant reductions in homelessness.




Why SWAP? 
 

• This SWAP project we are launching with Focus 
Strategies will provide the foundation for the FC’s work 
moving forward 

• SWAP will help us understand our system and project 
performance in a consistent way 

• Results will help us learn what we need to get to scale in 
the different intervention types; what shifts needs to be 
made to achieve greater progress 
 

Presenter
Presentation Notes
Our Funders Collaborative is launching a learning and planning initiative, with the continued assistance of Focus Strategies. The core of this work will be an analysis of the performance of our homeless and housing system statewide. The specific set of tools we will be using are the System-Wide Analytics and Projection (SWAP), commissioned by the National Alliance to End Homelessness (NAEH) and developed by Focus Strategies. 

The SWAP will examine measures at both program and system levels and at both the local level and statewide.  
We will take the next year to invest in conducting this analysis, to ask for your participation in gathering and understanding important context and data, and then publish a report about our system performance, highlighting areas of strength and areas in need of improvement. 
We hope to learn from this work what it will take to get to scale in our different intervention types, and identify what shifts we as funders could make to support greater progress. 




FocusStrategies.net 

We believe the HEARTH Act and Opening Doors lead the way to finally 
ending homelessness.   

About Focus Strategies 

Presenter
Presentation Notes
Focus Strategies works with communities to:
Assess and improve the quality of local homeless data for informing change
Analyze system outcomes and costs
Synthesize data from multiple systems of care (homeless, mental health, human services, etc.) to identify client overlap and service utilization patterns
Identify how system resources are currently invested & recommend how they can be repurposed to be more effective




FocusStrategies.net 

Ending Homelessness 
The HEARTH Act establishes: 
“…a Federal goal of ensuring that individuals and 
families who become homeless return to 
permanent housing within 30 days.” 
 
Opening Doors, As Amended in 2015: 
“systematic response …that ensures homelessness 
is …a rare, brief, and non-recurring experience.” 
 
 
 
 

Presenter
Presentation Notes
What does it mean for homelessness to be ended?  The HEARTH Act gives a good definition, which is that everyone who becomes homeless returns to homelessness in 30 days.  The HEARTH Act as recently amended provides an operational definition of the end of homelessness as being when a community has a systematic response in place to ensure homelessness is rare, brief and non-recurring.  To end homelessness we need effective Housing Crisis Response Systems that quickly return people to housing.  For the purpose of designing an HCRS, communities can use the goal of having no one homeless longer than 30 days as a measurable objective that ensures homelessness is rare, brief and non-recurring…the HEARTH language and Opening Doors language each are different ways of saying the same thing.



FocusStrategies.net 

Principles of a Homeless 
Crisis Response System 

• Housing-focused 
• Person-centered 
• Data-informed 
• Effective use of resources 
 

Presenter
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Housing Focused: An HCRS is built upon the understanding that homelessness is a crisis – the loss of housing – and the solution is to quickly return people to housing.  Homelessness is not an intrinsic characteristic of a person and people do not need to be “fixed” before they can be housed.   The purpose of an HCRS is to identify an appropriate housing solution for each homeless household, and along the way to connect them to other services they might need.
Person-centered: An HCRS is focused on meeting people’s needs for housing, not on meeting provider needs to fill their programs.  It respects client choice and preferences about where and how they will be housed.   They system is also easily understood and navigated by homeless people, with minimal barriers to access.
Data-informed: Data is collected and analyzed to understand whether the HCRS is meeting its objectives and to improve effectiveness.  Decisions about what approaches to invest in are informed by data, not by assumptions about what works.
Effective Use of Resources.  The HCRS is designed to achieve the best possible results using the resources that exist (and realistic expectations about what additional resources can be garnered).  While ideally we would provide a permanently affordable housing unit or subsidy to each homeless household, the HCRS recognizes that we can make a huge impact on reducing homelessness with the resources we have at our disposal if we make data informed decisions about how to spend them.



FocusStrategies.net 

A System to End Homelessness 

Ending homelessness means building systems that: 
• Divert people from entering homelessness 
• Quickly engage and provide a suitable 

intervention for every household’s homelessness  
• Have short lengths of stay in programs 
• Have high rates of permanent housing exits 
• Use data to achieve continuous improvement 

 

Presenter
Presentation Notes
What are the features of an HCRS?  Based on available evidence and experience from communities that have made great strides towards ending homelessness, we had identified the following as the key features of a system to end homelessness or Homeless Crisis Response System.



FocusStrategies.net 

Homeless Crisis Response 
System 



FocusStrategies.net 

Purpose of Our Work in 
Connecticut 

• Assess what the existing homeless system and 
programs are accomplishing 

• Identify what is working and what needs 
improvement 

• Recommend strategies to improve system 
performance 
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Presentation Notes





FocusStrategies.net 

Performance Measurement 



FocusStrategies.net 

Performance Data 
Analysis of performance data tells us: 
• Extent to which homelessness is rare, brief and 

non-recurring 
• Where to target efforts to become more effective 
• How to prioritize system and program resources 
• How to achieve continuous improvement 



FocusStrategies.net 

Purpose of SWAP 
Can answer these questions (and more!): 
• Are the local homeless system interventions sized to house 

the homeless population you have? 
• Does the speed of your system change match the urgency 

of the issue? 
• How is each project type performing? 
• How is each project performing? 
• How are systems changes panning out?  
• Does what people say about community programs and 

conditions match the data?  
• Are dollars achieving highest and best impact? 



FocusStrategies.net 

SWAP Performance Measures 
1. HMIS Data Quality 
2. Bed/Unit Utilization 
3. Entries from Homelessness 
4. Length of Stay 
5. Exits to Permanent Housing (PH) 
6. Cost per Permanent Housing Exit 
7. Returns to Homelessness 



FocusStrategies.net 

HUD System Performance 
Measures 

• The SWAP measures are aligned with how HUD 
views system performance 

• Strong performance on the SWAP metrics will 
result in strong results on the HUD measures 

• SWAP does not directly address income or 
employment (though anticipated impacts can be 
modelled)  

• SWAP does measure cost effectiveness 



FocusStrategies.net 

Ending Homelessness Graph 

Homeless 
Crisis 
Response 
System! 



FocusStrategies.net 

Sample Results and 
Implications 



FocusStrategies.net 

Entries from Homelessness 
• Measures how many people enter programs who 

are unsheltered or living in shelter (literally 
homeless) 

• Indicator of how well system is targeting highest 
need households 

• High rate of entry from housed situations 
indicates need for changes to Coordinated Entry 
and/or shelter diversion 



FocusStrategies.net 

Entries from Homelessness:  
Winston-Salem/Forsyth County, 

NC 

Presenter
Presentation Notes
In Winston/Salem we found that almost half of adult only households were housed upon entry to programs.  This means the system is missing important opportunities to serve people who are unsheltered and thereby reduce the size of the homeless population.  People who are housed and seeking ES or TH should be diverted from shelter entry and assisted to stay in place or move directly to other housing.



FocusStrategies.net 

Length of Stay (LOS) 
• Measures how quickly programs are helping 

households end their homelessness 
• Helps identify program and system design and 

operation inefficiencies  
• Long LOS suggests programs may not be 

adopting a Housing First approach 

Presenter
Presentation Notes
Many programs “hold” people longer than needed because of fear the housing won’t “stick.” This assumption is usually not supported by data, important to evaluate locally.  A long LOS can mean the programs are not adopting a Housing First approach and instead are requiring participation in services are a precondition to program exit.  It can also mean that there are not strong connections between ES/TH and RRH or other housing programs to help people in shelter move quickly to permanent housing.



FocusStrategies.net 

Length of Stay: Nashville, TN 
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Presentation Notes
In Nashville we found LOS was fairly high across all system components, particularly TH.  In a high performing system, the goal would be 30 days.  Often TH is designed with longer stays due to belief this leads to better rate of exit to PH, but we found that in Nashville (as in many other places), longer stays were not correlated with higher rates of exit to PH.  As in many places TH has higher LOS than RRH.



FocusStrategies.net 

Exit to Permanent Housing 
• Measures rate of exits to permanent housing 
• Helps identify program and system design and 

operation inefficiencies  
• Low rate of exit to PH can indicate system 

needs more capacity to provide landlord 
recruitment, housing navigation, housing-
focused case management 



FocusStrategies.net 

Exit to PH: San Mateo County, CA 
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Presentation Notes
In San Mateo County we found that exit rate to PH was very low for ES and single adult TH; but much higher for RRH.  Analyzing exit rate data helped this community decide to expand RRH for both single adults and families.



FocusStrategies.net 

Returns to Homelessness 
• Measures whether people who exited to 

permanent housing returned to a homeless 
program within 12 months 

• Identifies whether programs are helping people 
into housing placements that “stick” 

• Can help alleviate concerns about serving higher 
need clients and helping them exit more quickly 



FocusStrategies.net 

Returns to Homelessness: San Mateo 
County, CA  
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Here again is San Mateo County.  As we saw before, the TH had a lower exit rate to PH than the RRH.   Providers were concerned that RRH was not helping clients to secure stable housing exits, compared to TH.  But the data shows that the rate of return from RRH was much lower than for TH, so more people were exiting to PH and were doing so more quickly than in TH.



FocusStrategies.net 

Cost Effectiveness: Cost Per PH 
Exit 

• Typically communities consider cost per unit or 
cost per household 

• To be performance-oriented, need to measure 
cost per permanent housing exit 

• Illustrates whether system resources are being 
invested in interventions that are effective in 
ending homelessness 

• Helps identify system components or individual 
programs that are not cost effective 



FocusStrategies.net 

Cost Per PH Exit: Seattle/King 
County  
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In Seattle/King County, our analysis showed that the cost to exit households from ES was quite low; however, this was also due to the fact that very few were exiting at all.  In comparing TH to RRH, the cost per TH exist is much higher (3x) when considering family programs.  This community did not have any single adult RRH in the analysis.



FocusStrategies.net 

Cost Per PH Exit: Anytown 

Presenter
Presentation Notes
Cost per PH exit is also helpful in considering the performance of individual projects.  This is sample data from a fictitious community (though based on a real community).  Each bar is one emergency shelter.  This program level analysis provides data to understand which programs are being the most cost effective in helping clients exit to PH.   It can provide helpful information to inform program improvement strategies and investment decisions



FocusStrategies.net 

HMIS Data Quality 
• Accuracy and completeness of HMIS data is 

essential to understanding system 
performance 

• Particularly important to know where people 
go when they exit programs 



FocusStrategies.net 

Data Quality Impact:  
Palm Beach, FL 
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Presenter
Presentation Notes
In Palm Beach, FL, we found that there was a high rate of exit to unknown destinations in the HMIS data system.  This slide shows that for RRH programs for families, 27% exited to unknown destinations.  This community worked on a data clean up and data quality improvement effort.  Once this was done, they were able to determine that 68% actually exited to PH and there was only a 4% unknown exit rate.
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Performance Measures: Suggested Targets 
and Community Performance for Emergency 

Shelters 
Performance 

Outcomes 

Entries 
from 

Homeless-
ness 

Utilization 
Rate 

Length 
of Stay 

Exit to 
Permanent 

Housing 

Returns to 
Homeless-

ness 

Suggested 
Performance 
Target  

85% 95% 30 days 

50% 
(Singles)/ 

80% 
(Families) 

Not too high, 
not too low 

(5-15% or so) 

Homeward 
(Richmond, 
VA) Emergency 
Shelters  

43% 108% 52 days 58% 
(Combined) 7% 

Community 
Range¹ 20% - 60% 73% - 

108% 
27 to 55 

days 
11% - 58% 

(Combined) 7% - 17% 

¹ Represents 7 FS client communities, 
analysis year varied within 2014-2016 



Stakeholder Involvement 
 

• This is a collaborative learning process for all our system 
stakeholders 

• We will be looking at HMIS data for all programs in the 
system 

• We will be asking you to share some high level budget 
data 

• Draft results will be shared with providers at the 
program level; providers invited to dig in and discuss 
what the results mean; identify any needed 
adjustments 

• Final report will reflect your input 
 

Presenter
Presentation Notes
The plan for our rollout of SWAP in CT. 

We invited A LOT of people to this webinar. We wanted to cast a wide net and wanted to keep as many people in the loop as possible. The lead executives of the over 130+ organizations will be receiving an email from one of the Funders Collaborative members to learn more about their next steps. 

The most important thing for you to know is that this is a collaborative learning process for ALL of us. We are just as curious about the results as you are and we can’t say it enough, we are all in this together.  A member of the Funders Collaborative will support each organization as we move through this experience. 

The following information highlights your role in making this a successful and exciting experience. 
Read the remaining bullets. 









Data Needed for SWAP 
 • The SWAP will be based on the projects listed on the 
2016 HIC, and will use the inventory data on the HIC 

• Additional data necessary for the SWAP will come from 
two sources: 
• HMIS – Individual enrollment-level data from 2015 

and 2016 will be exported directly from CaseWorthy 
for all HMIS-participating projects on the 2016 HIC 

• Providers – High-level budget data for each project 
listed on the 2016 HIC 

 
 

Presenter
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I am going to be your contact for questions about the HIC and HMIS. Just as a quick reminder HIC stands for Housing Inventory Chart and HMIS stands for Homeless Management Information System.

The most important thing to know about the data used for SWAP is that it’s collected at the project level for each project listed on the 2016 HIC. For the enrollment data, no action is required on the part of HMIS-participating projects because I will be exporting that data directly from the source.  For the budget data however, members of the funders collaborative will be contacting someone at each of the 130+ provider organizations in the state to collect information about the budgets for all 400+ projects listed on the 2016 HIC.

Although there are some providers who have projects listed on the HIC that do not enter data into HMIS, the funders collaborative will still be requesting budget data for these projects.  This will ensure we have the most complete picture of all resources invested in the system and ensure that the analysis is as comprehensive as possible.  Unfortunately due to the size and complexity of the homeless system in CT, we cannot import any data from other sources (such as individual provider databases).  We are hopeful that as this process moves forward and everyone learns more about how useful the HMIS data can be for system planning, more providers will elect to participate in HMIS.  As a side note, if your organization has a project or projects that do not participate in HMIS and you would like to, please contact me offline.





Enrollment Data 
 • The analysis will include individual-level HMIS data for 
all enrollments that were open for any part of the 
timeframe of 1/1/2015 through 12/31/2016 

 HMIS Data (per individual and enrollment) for CT SWAP Project 

Client ID Entry Date 

Project Type Exit Date 

Project Name Exit Destination 

Organization Name Household ID 

Prior Living DOB 
Data from all programs on the HIC that enter enrollments into HMIS will be included 

for all enrollments beginning or ending between 1/1/2015 and 12/31/2016 

Presenter
Presentation Notes
Let’s drill down a bit more about the actual data we will be analyzing. 

We will be working with data for the following dates:  January 1st 2015 to December 31, 2016

This table shows the fields we will pull.  (Read table).  As you can see, the focus is on where households were staying when they entered programs; where they exited to; and the time from entry to exit.  We extract both client and household ID because all the analysis will be done at the household level.  This ensures we can make “apples to apples” comparisons since each household represents a group of people who need to be housed, even if the household is just a single person.

The good news is you will have an opportunity to improve your data for both your HIC and in HMIS in the next three weeks.  

We are going to do our first data pull in mid-April. We’ll need you to review your data by Wednesday, April 19th.  




Project Budget Data 
 • Each provider organization that is listed on the 2016 HIC 
will be asked to provide full-year budget information for 
their project(s) on the HIC, as follows: 

 Budget Data (full year, per project on HIC) for CT SWAP Project 

Total Project Budget 

HUD CoC Grant Funds  

HUD ESG Funds 

Other Public Funds 

Private Funds 
All providers on the HIC will be asked to share budget data pertaining their projects 

for the organization’s most recently completed budget year. 

Presenter
Presentation Notes
This is could be a bit more challenging but getting this information is really crucial for this analysis.   As Focus Strategies explained, one of the key measures of performance is cost effectiveness.  Gathering a consistent set of financial data for each program is crucial to understanding not just where dollars are being invested but whether these funds are yielding the desired results.

We will be providing all programs with a spreadsheet to complete that asks for budget data in a consistent format.  It is very simple and asks for just five numbers for each project or program:

The first number is:
Total annual project budget (the cost to run the project or program for a year)

The remaining 4 numbers are asking for a breakdown of how these annual costs are paid for, broken out by type of funding source:
Amount of HUD CoC grant funds supporting the project
Amount of HUD ESG funds
Amount of other public funds  - this would include any local, State or other federal dollars, such as CDBG, VA funds, etc.
Amount of private funds – including foundation grants and private donations. Again, this is just the total amount.  We will not ask you to name specific sources

Here are two really important things to remember. 
We want you to take the budget information from YOUR most recent fiscal years operating budget. We know that all of you have different fiscal years and that’s ok. We just need to use amounts from your organizations most recent fiscal year.
The amounts must correspond to each project noted on the HIC, not by organization or type of program. 

You are going to receive an email with your own personalized excel spreadsheet with specific instructions on how to fill it out. Please complete this spreadsheet and send back to your Funder Collaborative contact no later than Wednesday, April 19th. 




FocusStrategies.net 

Project Overview 
Activity 

Timeline 
Begin End 

Project Launch March 2017 
Information Gathering 
• Review plans and reports 
• Interview key stakeholders 
• Collect program data (HMIS, budgets) 

Spring 2017 Summer 2017 

Data Analysis – SWAP Tools Summer 2017 Summer 2017 
Preliminary System Assessment Report Fall 2017 Fall 2017 
In Person Presentation and Discussion of 
Draft Results Fall 2017 Fall 2017 

Present Final Report – System Assessment 
& Recommendations 

Winter      
2017-18 

Winter     
2017-18 

Presenter
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We want to share with you the project overview and time line.    We are launching this with all of you today!

Information gathering will take place beginning now and running through the summer.  This will include the HMIS and budget data collection we just discussed.  Focus Strategies will also be looking at system documents and plans and will be conducting interviews with a few key stakeholders to better understand our local context.

Analysis of the data will take place later in the summer.  So it seems like we will be busy for a while and then lay low as Focus Strategies does their analysis. 

Focus Strategies is coming out in the Fall to meet with all of us. We don’t know yet what the configuration of these meetings will be. We DO know the intent of the meetings and this is to review the preliminary DRAFT results, so we can all take a look, see if they make sense, and then make adjustments, as needed. 

Every effort will be made to adhere to this proposed schedule, but the timing for completion of activities in later stages of the project is affected by the completion of earlier activities. We are all in this together. 

Based on the information learned, Focus Strategies and the Funders Collab will work together to create the final report which will be presented in early winter. 




What’s next? 
 • Each organization will be provided a primary Funders 
Collaborative contact for this project. You will be 
hearing from us very soon.  

• We are here to help guide this process, gather 
information & answer questions. 

• Any changes to the HIC should be done by Wednesday, 
4/19.  

• If you have questions about the HIC, please contact 
Beau Anderson:  Beau.Anderson@ct.gov  
 
 
 
 

Presenter
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To summarize; here are the next steps and what you can expect from us.  

Keeping the communication open is really important for us. 

We are eager to understand what questions and concerns you  might have as this project moves forward and we are committed to getting you the information you need from us.

mailto:Beau.Anderson@ct.gov


What’s next? 
  

• Budget information should be sent to your Funder 
Collaborative contact by Wednesday, 4/19.  
 

• Funders Collaborative members will routinely update 
standing committees such as Reaching Home's DEN, 
Coordinating, and Steering; BOS; CAN leadership; ODFC; 
Interagency Council, etc  
 

• SWAP documents and correspondence will be hosted 
here: www.ct.gov/dmhas/SWAP  

Presenter
Presentation Notes
Read slide

http://www.ct.gov/dmhas/SWAP


Funders Collaborative  
 

• Alice Minervino, DMHAS Alice.Minervino@ct.gov  
• Fred Morton, DMHAS Fred.Morton@ct.gov  
• Kim Karanda, DMHAS Kimberly.Karanda@ct.gov  
• Steve DiLella, DOH  Steve.DiLella@ct.gov  
• Beau Anderson, DOH Beau.Anderson@ct.gov  
• Suzanne Piacentini, HUD suzanne.piacentini@hud.gov  
• Becca Allen, Melville Trust rallen@melvilletrust.org  

 

Presenter
Presentation Notes
Here are the members of the Funders Collaborative and their contact information. Again, you will be hearing from one of them soon. 

Now I will pass it to Megan for Q&A. 

mailto:Alice.Minervino@ct.gov
mailto:Fred.Morton@ct.gov
mailto:Kimberly.Karanda@ct.gov
mailto:Steve.DiLella@ct.gov
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mailto:rallen@melvilletrust.org


FocusStrategies.net 

Q & A 
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