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Every year since 2001, nine local governments and members of the Metropolitan Washington Council of Government’s (COG) 
Homeless Services Committee have collaborated to hold an annual Point-in-Time enumeration of area residents experiencing 
homelessness.

During the past two decades, the region has made significant progress in reducing the number of people who experience 
homelessness on one day in January. But one of the most persistent and challenging aspects to change over the years has been 
the disproportionate representation of people of color in our systems of care. This is the result of racist policies, discriminatory 
practices, and a longstanding lack of access to quality housing, schools, jobs, and transportation. 

This report’s action plan reflects the metropolitan Washington regional Continua of Care’s (CoC’s) dedication to implementing a 
racially equitable approach to ending the experience of homelessness. It is also an invitation to learn more about who 
experiences a housing crisis across the region, how we respond, and how we can work towards a system that does not compound 
existing inequities and quickly restores someone without shelter to stable housing. 

It requires vision and trust to work across city, county, and state lines and think more broadly than just an individual 
community’s emergency housing needs. COG’s Homeless Services Committee members believe a coordinated regional response 
has the potential to transform not only the housing solutions for those who need it most, but the entire system of care to 
equitably end the experience of homelessness across all the region’s communities. 

Working with C4 Innovations has deepened our understanding of each community’s unique needs and assets. It has brought us 
closer to a true regional response than ever before, setting us on a path to change the trajectory of our efforts positively and 
meaningfully as we begin the next phase to implement recommendations in this report. 

This plan would not have been possible without the significant time and dedicated effort of CoC staff and the Racial Equity 
Action Council (REAC) participants during an extremely demanding time in the pandemic. We are also enormously grateful for 
the support of the Greater Washington Community Foundation, in particular Silvana Straw and Jennifer Olney, for making this 
racial equity systems analysis possible. 

Everyone in the region has a role to play and an opportunity to contribute to achieving housing justice for all our neighbors and 
community members, whether you are a CoC staff member, service provider, policy maker, or concerned citizen. 
We welcome you to join us in this important work to ensure that everyone–regardless of race–has a place to call home. 

Amanda Harris, Montgomery County Department of Health and Human Services
COG Homeless Services Committee Co-Chair 

Elisabeth Young, The Community Partnership for the Prevention of Homelessness, District of Columbia 
COG Homeless Services Committee Co-Chair

Tom Barnett, Fairfax County Department of Housing and Community Development 
COG Homeless Services Committee Former Co-Chair

Hilary Chapman, COG Housing Program Manager
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The C4 REDI team would like to express our sincere appreciation to all those who 
participated in the Metropolitan Washington Council of Governments' racial 
equity analysis and planning process to develop the Regional Racial Equity 
Action Plan.   

We are extremely grateful to everyone who invested tireless hours to facilitate 
each component of the assessment, especially members of the Racial Equity 
Action Council (REAC) and Regional Data Metrics Workgroup. Over the course of 
16 months, each of these working groups met regularly to examine data, identify 
racial inequities, and interrogate the policies, practices, and structures across the 
homeless response system that could be reinforcing these inequities. Together, 
and in partnership with people with lived experience of homelessness, they have 
developed the Regional Racial Equity Action Plan included in this report. 

Additionally, we would like to thank the COG Homeless Services Committee, its 
Co-Chairs and staff, and the Human Services Policy Committee members who 
provided support to this initiative through ongoing coordination, advocacy, and 
sustainability planning. The Plan reflects a shared vision for a more equitable 
homeless response system across the region, and it provides a path forward that 
can improve access and outcomes for Black, Indigenous and communities of 
color who are most disproportionately impacted by homelessness. The map of 
the participating CoCs and names of contributors across the region that follows, 
demonstrates the extensive involvement of dedicated members across 
metropolitan Washington. 

Acknowledgements

C 4 I N N O V A T I O N S 



Virginia

Ahmad Haj Ali
Arlington County, Dept. of Human Services, HMIS 
Administrator

Tom Barnett, (Co-Chair,
2020-2022)

Fairfax County Office to Prevent and End Homelessness, 
Deputy Director

Stefan Caine
City of Alexandria, Dept. of Community & Human Services, 
CoC Lead Administrator

Stephanie Carl, Co-
Chair, Regional Case 
Coord. LC

Fairfax County, DHCD, Office to Prevent & End 
Homelessness, Coordinated Entry System Manager 

Alison Coleman
City of Alexandria, Dept. of Community & Human Services, 
Director, Office of Community Services

Jamie Ergas *leaving Fairfax 
County 9/16/22

Fairfax County, Office to Prevent & End Homelessness, 
Continuum of Care Lead Manager

Alicia La Patra, Co-Chair, 
Regional Data Metrics WG

Prince William County DSS, Senior Business Systems Analyst 
(HMIS lead)

Oliver Reid
Prince William County DSS, Human Services Program 
Manager

Clara Roberson
City of Alexandria, Dept. of Community & Human Services, 
Homeless Services Coordinator

Tony Turnage (Co-chair, 
2018-2020)

Prince William County DSS, Assistant Director of the 
Homeless Services Division

Nikki Thomas-Campbell, Co-
Chair, Regional Data Metrics 

WG

Fairfax County, DHCD, Office to Prevent & End 
Homelessness, Information Systems Manager

Triina Van
Arlington County, Dept. of Human Services, Homeless 
Services Coordinator

Cesar Watts
Loudoun County, Dept. of Family Services, Information and 
Referral Program Manager

Corinne Wyss
Loudoun County, Dept. of Family Services, Continuum of 
Care Coordinator

Maryland

Kim Ball (Co-Chair 2018-2020)
Montgomery County, Dept. of Health & Human 
Services, Homeless Services Administrator

Stephen McCoy City of Frederick, Senior Assistant Director

Michelle Ott
Frederick Community Action Agency, Supervisor of 
Administrative Services

Renee Ensor Pope
Prince George’s County DSS, Assistant Director, 
Community Services Administration

Ashley Richards
Montgomery County, Dept. of Health & Human 
Services, Data & Research Mgr (HMIS lead)

Jaye Summerlot (Co-Chair, 
Regional Case Coord. Learning 

Collaborative)

Prince George’s County, DSS, Coordinated Entry 
Program Manager

District of Columbia

Michael Ferrell
 (Chairman 2005 -2018) 

Coalition for the Homeless, Executive Director

Theresa Silla Interagency Council on Homelessness, Executive Director

Other Partners / Participants

Belinda Fadlelmola HUD DC Field Office

Marvin Turner HUD DC Field Office Director

Virginia Williams Virginia Dept. of Veterans Services

F I N A L R E C O M M E N D A T I O N S 

COG HOMELESS SERVICES
COMMITTEE

C 4  I N N O V A T I O N S  |  P A G E 5  

Committee Leadership

Amanda Harris, Co-Chair
Chief of Special Needs Housing 
Montgomery County, Dept. of Health & Human Services

Elisabeth Young, Co-Chair 
Deputy Chief of Policy and Programs
The Community Partnership for the Prevention of Homelessness (TCP)



Ahmad Haj Ali Arlington County, Dept. of Human Services, HMIS Administrator

Andrew Dubin Arlington County, Dept. of Human Services, Business Analyst

Patrice Guyton The Community Partnership for the Prevention of Homelessness (TCP) / DC

Asif Karim Loudoun County, Dept. of Family Services

Ashley Richards 
(former Co-Chair 2021-2022)

Montgomery County, Dept. of Health & Human Services, Data & Research Mgr (HMIS lead)

JC Sevart City of Alexandria, HMIS Administrator

Keli Sobers Prince George’s County Dept. of Social Services (Contractor)

Terri Woods*
started Aug. 2022

City of Frederick, Dept. of Human Services, HMIS lead 

Corinne Wyss Loudoun County, Dept. of Family Services, Continuum of Care Coordinator

Elisabeth Young 
(former Co-Chair 2020-2021)

The Community Partnership for the Prevention of Homelessness (TCP), Deputy Chief of Policy and 
Programs (former WG Co-Chair/current full committee Co-Chair)

Jurisdiction Data Lead 

District of Columbia 
Kelly Patton (HMIS Lead) 
Tom Fredericksen  

City of Frederick
Jessica Handoko Department of Housing and Human 
Services Data Administrator (until April 1, 2022) 
Stephen McCoy (interim)

Prince George’s County  Robin Gray, HMIS Admin.  

F I N A L R E C O M M E N D A T I O N S 

DATA LEADS +
REGIONAL DATA METRICS
WORKGROUP

C 4  I N N O V A T I O N S  |  P A G E  6

Workgroup Leadership 

Alicia La Patra, Co-Chair (2021-present)
Senior Business Systems Analyst (HMIS lead)
Prince William County DSS

Nikki Thomas-Campbell, Co-Chair, Regional Data Metrics WG (July 2022-present) 
Information Systems Manager
Fairfax County, DHCD, Office to Prevent & End Homelessness

Workgroup Members 

Additional Participating CoC Data Leads



City of Alexandria 
Alison Coleman

JC Sevart 
Lawrence Smith 

Sheila Thompson 
James Tyler-Romano

Frederick County
Peter Brehm

Ed Hinde
Michael Hughes

Michele Ott 
Jenna Smith

Maureen Walker

Montgomery County
Kim Ball

Terence Hill 
Liz Kruger

District of Columbia
June Crenshaw 

Dr. Morgan Medlock 
Keith Pollard
Eileen Rosa

Rachael Streeter Kimberly 
Waller Robert Warren

 Arlington County 
Betsy Franz 
Diana Ortiz
Triina Van

Cicely Whitfield

Prince George's County 
Shari Curtis

DaeJanae Day
O'Tilia Hunter

Amanda McKinney
 Renee Ensor Pope 

Denise Ross
Sandra Shephard
Jaye Summerlot 
Aspasia Xypolia

Fairfax County 
Lisa Jones

Diana Pina
Tanner Sigmon
Maura Williams

Prince William County
Maria Burgos
Alicia LaPatra
Angela Paylor 

Rose Powers
Oliver T. Reid
Tony Turnage

Loudoun County
Fran Coughlin

Yolanda Stevens 
Cesar Watts

F I N A L R E C O M M E N D A T I O N S 

RACIAL EQUITY ACTION COUNCIL
(REAC) TEAMS BY COUNTY 

C 4  I N N O V A T I O N S  |  P A G E  7  



BACKGROUND
The Metropolitan Washington Council of Governments (“COG”) is the regional 
organization of the Washington area's 24 major local governments and their governing 
officials, plus area members of the Maryland and Virginia legislatures and the U.S. 
Senate and House of Representatives.

COG provides a focus for action on issues of regional concern such as comprehensive 
transportation planning, air and water quality management, environmental 
monitoring, tracking economic development and population growth and their effects 
on the region, coordinating public safety programs, promoting child welfare and 
housing affordability for the region and collaborating to end the experience of 
homelessness. 

The region began coordinating to conduct an annual census of people experiencing 
homelessness in 2001, prior to the requirement by the U.S. Department of Housing and 
Urban Development to do so. This platform has allowed the nine participating 
Continuums of Care to collaborate across jurisdictions to ensure that the experience of 
homelessness in metropolitan Washington is brief, rare, and non-recurring.  The 
participating jurisdictions include the District of Columbia, and in Maryland, Prince 
George’s County, Montgomery County, and Frederick City, and in Virginia, the City of 
Alexandria, Arlington County, Fairfax County, Loudoun County and Prince William 
County. 

Demographic data from the results of the regional 2020 annual Point-in-Time count 
demonstrates the ongoing impacts of structural racism in the metropolitan 
Washington region. These data show a disproportionate representation of Black or 
African American residents experiencing homelessness. Regionally, 25 percent of the 
region’s residents are Black or African American. Single adults experiencing 
homelessness on the night of the count in January 2020 were 73 percent Black, and 86 
percent of adults in homeless families were Black.

Racial disparities differ across the region, however; for example, in the City of Frederick, 
whites experience homelessness at higher rates than in surrounding jurisdictions, and 
in Prince George’s County, the population is majority Black or African American, and 
this context requires a nuanced analysis to identify racial inequities within the 
homeless services response.

F I N A L R E C O M M E N D A T I O N S 
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F I N A L R E C O M M E N D A T I O N S 

REGIONAL HOMELESS SINGLE
ADULTS DEMOGRAPHIC
PROFILE
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Black or African-
American 73%

White, 21%

Multiple Races, 3%
American Indian or Alaska

Native 1%

Asian, 1%

Native Hawaiian or Other
Pacific Islander, 0.4% 

Non-Hispanic/Non-Latino
92%

Hispanic/Latino
8%

RACE

ETHNICITY

Source COG 2020



Project Overview and Scope of Work 

The COG Homeless Services Committee sought recommendations to align systems of care across 

jurisdictions to prevent and end homelessness with a primary focus on racial equity. The participating 

jurisdictions determined that, given the metropolitan Washington region’s shared housing markets, 

transportation system, and job centers, a multi-jurisdictional analysis with coordinated goals and 

strategies centered on racial equity would strengthen local actions within each Continuum of Care 

(“CoC”) and deepen the impact of local strategic plans to prevent and end homelessness.  Centering 

racial equity in the regional e�ort to end the experience of homelessness would be the foundation of 

creating a holistic and integrated system.  

The recommendations have four overarching goals: 

C4 Innovations (C4) was selected to guide local work groups in examining their system and deepening 

their knowledge and practice of racial equity, provide racial equity analysis of quantitative and 

qualitative data and co-create a dynamic roadmap that could evolve as the homelessness landscape of 

the jurisdictions and regions changed. 

Methodology



A. Process and Guiding Principles

C4 specializes in working with community partners to identify, analyze, and transform the practices, 

policies, and programs that oppress and discriminate against people with marginalized racial, ethnic, and 

gender identities. We lead with racial equity because racism permeates every institution and system, 

denying millions the right to a fair and just society where they can thrive and prosper.  

The C4 Racial Equity Design and Implementation (REDI) Team has developed a framework for racially 

equitable systems change that starts with acknowledging that every system in this country has been built 

on the foundation of white supremacy ideology, designed to advantage White individuals, while 

systematically disadvantaging Black, Brown, and Indigenous people. The long-lasting and 

intergenerational damage caused by this faulty foundation can be seen in the racial disparities that exist 

across health, education, employment, justice system, and housing outcomes. The REDI framework has 

three major pillars that shape our approach. Across all three, we ask, “How can CoCs de-center whiteness 

and explicitly center the Black, Indigenous, People of Color (BIPOC) they aim to serve?”  

https://drive.google.com/file/d/1XR_7M_9qa64zZ00_JyFVTAjmjVU-uSz8/view)


There are inevitable challenges in shifting culture and working to achieve racial equity. Frederick Douglas 

said, “If there is no struggle, there is no progress. Those who profess to favor freedom and yet deprecate 

agitation are men who want crops without plowing the ground. They want rain without thunder and 

lightning. They want the ocean without the roar of its mighty waters. The struggle may be a moral one or 

1. 

2. 

Culture Shift: There must be a seismic shift away from White Supremacy Cultural (WSC) 

Characteristics in order to move to a more inclusive and anti-racist culture. The foundation must be 

examined, torn apart/broken down, and rebuilt based on shared values that promote equitable 

outcomes for all. The REDI framework creates space for exploration and processing through a series 

of foundational learning sessions as well as opportunities for continued learning and self-reflection. 

During this project, community members across the nine participating CoCs and regional 

stakeholders attended a series of foundational learning sessions to build a shared language, 

examine the historical and current conditions that have led to Black, Indigenous and people of color 

(BIPOC) experiencing homelessness at higher rates, and disrupt implicit biases. This not only helps 

to build commitment towards designing a more equitable homeless response system, but it also 

ensures that any resulting changes can be sustained. As part of this culture shift, it is important to 

recognize that leadership and decision-making roles cannot continue to be reserved for those in 

powerful positions. Power must be given back to community, and the people who will be most 

impacted by policies must be involved in driving and sustaining system change.

Centering Lived Experience: To develop community-driven solutions that are sustainable, it is 

necessary to authentically engage and partner with those who have the best vantage point and 

most relevant expertise at decision-making tables. Each CoC was provided with coaching and 

support to convene a local Racial Equity Action Council (REAC) made up of stakeholders who were 

racially and ethnically representative of those most disproportionately impacted by homelessness 

in their community and inclusive of partners with lived experience of homelessness, frontline sta�, 

and system leaders. The nine teams met biweekly for five months to analyze quantitative and 

qualitative data and keep the experiences of people who are using the homeless response system at 

the center of strategy development. They identified racial inequities, envisioned a desired end 

result for regional change, and worked to develop strategies that can impact the policies, mental 

models, and structures that have led to these disparities.

Implementation of Anti-Racist Practices, Policies, Tools, and Frameworks: Undoing racist 

structures requires that communities move from awareness of inequities to action. The foundation 

must be rebuilt, brick by brick, to ensure an equitable homeless response system. This is a long-term 

commitment that requires intentionality, action, and shared accountability. The REDI framework 

supports community members to operationalize what they have learned and apply their knowledge 

in ways that will lead to improved outcomes for those most disproportionately impacted by 

homelessness. Participants build the capacity and skills to interrogate every part of the homeless 

response system and integrate racial equity into processes such as system mapping and a review of 

policies and procedures. Throughout the course of the project, REAC team members began to move 

away from “business as usual,” engaging community members in the planning and decision-making 

process who, historically, have been excluded and strengthening commitments from system leaders 

to ensure the successful implementation and sustainability of their local and regional racial equity 

action plans. 

3.

https://drive.google.com/file/d/1XR_7M_9qa64zZ00_JyFVTAjmjVU-uSz8/view)
https://drive.google.com/file/d/1XR_7M_9qa64zZ00_JyFVTAjmjVU-uSz8/view
https://drive.google.com/file/d/1XR_7M_9qa64zZ00_JyFVTAjmjVU-uSz8/view


it may be a physical one, or it may both moral and physical, but it must be a struggle. Power concedes 

nothing without a demand. It never has and it never will.”  

The work of dismantling racist structures, practices, and policies is demanding. It is a long-term 

commitment that requires continued learning, participation from all stakeholders across the homeless 

response system, and a sustainable infrastructure. The REDI framework ensures that equity is as much a 

part of the process as it is the intended outcome. Partners are supported to implement equity principles 

from the beginning and work through technical and adaptive challenges as they arise.  

B. Racial Equity Action Council Membership

At the start of the project, each CoC assembled a Racial Equity Action Council (REAC), a working group 

comprised of system leaders, frontline providers, and partners with lived/living experience (LE). REAC 

teams from across the region met biweekly to build the necessary knowledge, skillsets, and capacity that 

would empower them to: 

REAC leads and co-leads were identified to ensure partners with lived and living experience were 

compensated and teams were intentional about building inclusive membership that centered the 

perspectives of the Black and Brown community members most disproportionately impacted by 

homelessness within their region. Developing this infrastructure took time and resulted in delays in the 

initial timeline. REAC members received coaching on authentic partnerships with people with LE in which 

power and decision-making are shared and all members have the supports necessary to participate fully. 

REAC members across the nine participating CoCs provided regular feedback and shared their challenges 

and successes in real time. Fully inclusive membership was not achieved by every community during the 

initiative, but every REAC team centered lived experience in their action planning and many communities 

were, later, able to secure funding for partners with LE because of their continued e�orts. The C4 team 

responded to community challenges by working to understand the unique circumstances, varying 

capacity, and specific resources in each community and refining our approach to provide responsive 

technical assistance and coaching. REAC members and regional partners demonstrated an unyielding 

commitment to racial equity principles from the initial phases of assessment through the action planning 

process. They built a shared understanding of challenges, needs, system gaps, and diverse perspectives 

and created an environment in which all participants felt seen, heard, and valued. 

C. Approach

C4 used a three-phased approach to support COG and the nine participating CoCs in identifying racial 

disparities and developing a set of recommendations with actionable steps that can be implemented at 

both the local level, and collectively as a region, to achieve a more racially equitable approach to ending 

homelessness.  

The three phases are summarized below: 

conduct a racial equity analysis of their homeless response system;
act as ambassadors for racial equity by centering lived experiences of homelessness, sharing 

information with community members, and building shared accountability for equitable results;
 develop recommendations for actions based on their findings   



Phase 1. Assessment and Knowledge Building 

Activities included: 

Each CoC received a quantitative data analysis report specific to their system performance 

measures and based on data that was disaggregated by race and ethnicity. Qualitative data was 

collected through combined listening sessions, across the region, and was not CoC specific. 

(Links to each CoC’s quantitative data report and the regional qualitative data report can be 

found in Appendix A).  

Phase 2. Peer-to-Peer Learning, Action, and Accountability 

C4 supported REAC teams as they moved from assessment, learning, and preparation through a 

transformative process of community engagement and results-based planning. During Phase 

two, C4 facilitated advanced knowledge building sessions to support project participants in their 

application of racial equity principles. Project participants developed capacity to review and 

revise policies and procedures documents with a racial equity lens. The Regional Data Metrics 

Workgroup participated in data learning labs to embed equity into their data processes. Biweekly 

working sessions with REAC teams created space for meaningful dialogue, shared resources, and 

peer-to-peer learning. REAC teams worked, both across the region, and within their local 

communities, to build an understanding of the data from the racial equity analysis. They 

examined the root causes of identified inequities and developed strategies to address racial 

disparities within the homeless response system. REAC teams continuously worked to 

authentically engage those who would be most impacted by any changes in policies, processes, 

resource allocation, etc. Some teams conducted additional listening sessions with partners with 

LE to seek recommendations specific to their communities. Each REAC team produced a local 

racial equity action plan that was presented to their CoC Board for approval.  

Initial convening and orientation of REAC teams 

Survey-based assessments followed by level-setting sessions to build foundational 

knowledge and facilitate discussion 

Skill-building to conduct system mapping of each CoC’s continuum of services and 

housing interventions 

Analysis of CoC data 

Two listening sessions with frontline providers 

Three listening sessions with people with lived experience  



Phase 3. Recommendation Synthesis and Sustainability Planning 

Drawing from the work of the nine CoC teams, C4 synthesized results from the initial analyses 

and local racial equity action plans to draft a set of regional recommendations for actionable 

next steps and opportunities for upstream interventions that center racial equity in the work to 

prevent and end homelessness. The draft Regional Racial Equity Plan was shared with REAC 

members for feedback. The input they shared was thoughtful and solution oriented. A main 

concern was that the recommended strategies did not reflect the nuances and unique challenges 

within the various CoCs. To address this issue, C4 revisited the system mapping activity that most 

communities had not fully completed. The C4 team provided additional coaching to REAC 

members and a streamlined process to examine specific policies, gaps in services, and resource 

allocation that may be perpetuating or reinforcing inequities in their communities. The additional 

strategies and recommended action steps are listed throughout the Regional Plan, coded by blue 

text. During Phase 3, C4 continued to engage members of the COG Homeless Services Committee 

and the Human Services Policy Committee in coaching and working sessions to develop regional 

strategies, prepare for implementation, and plan for sustainability of the Regional Racial Equity 

Plan. 

A timeline of the activities and deliverables across all three phases can be seen here. 



One of C4’s primary facilitation goals was capacity building. The C4 team provided resources, training, 

technical assistance, tools, and coaching throughout the engagement to ensure that each community 

had an increased capacity and strengthened infrastructure to plan and drive change in inclusive, 

equitable, and sustainable ways. REAC members and regional stakeholders learned to challenge white 

supremacy cultural characteristics such as the sense of urgency, either or thinking, belief in one right 

way, and the assumption that making progress is more valuable than the quality of our relationships. 

Participants gained many skills and developed a process for cross-community learning that will support 

their long-term e�orts to advance racial equity within their CoCs and across the region. 

D. Regional Systems Analysis: Findings and Opportunities

The Process 

Systematic data collection and analytics have been used throughout history, at times both intentionally 

and unintentionally, to cause harm to communities of color. Although data is often perceived as neutral, 

racial bias can impact how data is collected, reported, and misinterpreted. Without the historical and 

present-day context that details conditions leading to racial disparities, data can dangerously drive false 

narratives about di�erent demographic groups which reinforce and maintain power imbalances. For 

these reasons, community-based data collection and analysis require an anti-racist lens. 

During the assessment and discovery phase of this project, quantitative and qualitative data was 

collected and analyzed to establish a comprehensive understanding of the regional homeless response 

system at its baseline. Communities were supported to embed equity principles and practices in the 

following ways. 

Consider quantitative data (which refers to a collection of numerical data, such as average length of 

time homeless) only as a starting point and utilize qualitative data (which refers to a collection of 

non-numerical data, such as people’s experiences) to see the full picture 



Quantitative Data Analysis 

Each of the nine participating CoCs submitted data from their jurisdiction’s homeless management 

information system (HMIS). Communities pulled HMIS data from FY 2018, FY 2019, and FY 2020 on 

several system level and coordinated entry performance measures, all disaggregated by race and 

ethnicity. They also analyzed Census and Point-in-Time (PIT) Count data from 2019 using the publicly 

available HUD CoC Analysis Tool: Race and Ethnicity (https://www.hudexchange.info/resource/5787/coc-

analysis-tool-race-and-ethnicity/). 

Each CoC was provided with a quantitative data analysis report that was specific to the demographics of 

people experiencing homelessness and system performance metrics within their CoC region. Links to 

data reports for each individual CoC can be found in the appendix. (folder where you can find all of 

the quantitative data reports) The findings presented in this report represent regional commonalities 

across all jurisdictions.  

Quantitative Data Analysis Findings 

In comparing the census data to the Point-in-Time (PIT) Count data, REAC members were able to examine 

the disproportionality between the demographic makeup of people living in their community and the 

demographic makeup of people who are experiencing homelessness in their community. In every CoC, 

white households were underrepresented in homelessness when comparing the racial and ethnic 

population distributions in Census data to Point-in-Time (PIT) count data from 2019. In other words, 

White households are less likely to experience homelessness when compared to other demographic 

groups in each community's general population. 

When engaging participants for listening sessions, promote community self-determination 
and foster safety:

provide transparency around the objectives of data collection 

seek consent 

ensure confidentiality 

compensate participants for their time 

When interpreting data, work to create an inclusive process that disrupts internal biases: 
promote a mutual learning environment among everyone involved (i.e., make meaning of the 

data in community with others, specifically with Black, Indigenous, and people of color and 

those with lived and living experience of homelessness who are represented in the data) 

look at trends over time and consider local community context in terms of racial and ethnic 

dynamics – demographics, geographies, pandemic-related realities, racial trauma in the 

broader community, etc.   

be curious and inquisitive and ask questions rather than jumping to conclusions  

When sharing findings within local CoCs and across the region, strive to humanize the data: 
keep your audience in mind and use language that is accessible to all 

name the data gaps and limitations 

use person-centered data labels  

make visible both the challenges and strengths of the community 

https://www.hudexchange.info/resource/5787/coc-analysis-tool-race-and-ethnicity/
https://c4innovates.sharepoint.com/sites/REI-SPARC/SPARC%20Consulting/Forms/AllItems.aspx?id=%2Fsites%2FREI%2DSPARC%2FSPARC%20Consulting%2FMWCOG%2FData%20Materials%2FQuant%20Data%20Community%20Reports&viewid=5270fd83%2Ddb57%2D4a11%2Dac79%2D63ad19d4fa78


In contrast, across every CoC, Black or African American households are overrepresented in 

homelessness when comparing the racial and ethnic population distributions in Census data to Point-in-

Time (PIT) count data from 2019. In other words, all communities in the COG region have 

disproportionate numbers of unhoused Black or African American households when compared to the 

demographics of each general population. This overrepresentation can even be seen in communities with 

higher distributions of Black or African American households. This is how that breaks down per 

community. 

In the City of Alexandria, Black households are almost 3 times more likely to show up in the PIT count 

when compared to the general population 

In Arlington County, Black households are over 6 times more likely to show up in the PIT count when 

compared to the general population 

In D.C., Black households are 1.9 times more likely to show up in the PIT count when compared to the 

general population 

In Fairfax County, Black households are almost 6 times more likely to show up in the PIT count when 

compared to the general population 

In Frederick City and County, Black households are over 3 times more likely to show up in the PIT 

count when compared to the general population 

In Loudoun County, Black households are over 4.6 times more likely to show up in the PIT count 

when compared to the general population 

In Montgomery County, Black households are 3.3 times more likely to show up in the PIT count when 

compared to the general population 

In Prince George’s County, Black households are 1.4 times more likely to show up in the PIT count 

when compared to the general population 

In Prince William County, Black households are 2.9 times more likely to show up in the PIT count 

when compared to the general population  



In addition to disproportionality data, communities looked at an array of system performance measures, 

disaggregated by race and ethnicity, to identify where the greatest inequities lie. In looking for trends 

across all nine regions, another common inequity that stood out revealed that in five out of the nine 

CoCs, the average length of time that Black or African American households experienced homelessness 

(LOTH) increased from FY 2018 to FY 2020.  

A bright spot in this data set showed that in two CoCs, Black households experienced decreases in their 

average LOTH over the three years. In the District of Columbia, the average LOTH decreased for all 

groups due to an increased number of permanent housing and rapid rehousing units becoming available. 

For Black households there was a 57% decrease in LOTH. In Loudoun County, there was a 43% decrease in 

LOTH for Black households across the three years. 

Qualitative Data Analysis 

In addition to analyzing quantitative data, C4 Innovations engaged community members to collect 

qualitative data across the region. An online survey was sent out to CoC system leaders and invested 

In the City of Alexandria, the average LOTH for Black or African American households increased by 

25%  

In Fairfax County, the average LOTH for Black or African American households increased by 29% 

In Frederick City and County, the average LOTH for Black or African American households increased 

by 233% 

In Montgomery County, the average length of time homeless for Black or African American 

increased by 4% 

In Prince William County, the average length of time homeless for Black or African American 

households increased by 42% 

0% 50% 100% 150% 200% 250%

Percent Increases in Average Length of Time That Black or African American Households 
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partners who had working relationships across any of the nine homeless response systems to provide 

valuable insight into: 

One hundred and ninety-seven individuals responded, and there was participation from every 

jurisdiction. For the open-ended survey items, the C4 team conducted a thematic analysis to identify 

common themes. The majority of responses demonstrate that the regional stakeholders have nuanced 

perspectives on how to advance racial equity in their organizations and CoC, and the depth and breadth 

of responses highlight the importance of those in leadership and decision-making positions to provide 

opportunities for frontline sta� and people with lived experience to share their perspectives and drive 

decisions around policy and system planning. 

Survey Findings 

The findings show an acknowledgement of the disproportionate impact of homelessness on Black and 

Hispanic communities across the region, but also speak to the lack of a coordinated systemic response 

that can actively address racial inequities. 

The challenges and barriers to advancing racial equity in the CoC/HRS fell into three categories: Practice-

Level Challenges, Organizational-Level Challenges, and System-Level Challenges. 

Practice-Level Challenges: 

Organizational-Level Challenges: 

What is working and not working to coordinate racial equity transformation across the 

CoCs/homeless response systems (HRS) 

The level of support and buy-in for various targeted racial equity strategies across the CoCs/HRS 

Initial recommendations for strategies that could potentially reduce racial disparities in the HRS 

Outreach e�orts need to be improved as providers and messages may not be reaching people of 

color. 

Language and translation services are a major concern, specifically a lack of translated materials 

for the Spanish-speaking population.  

There is a need for better, deeper data work, including focus groups with sub-populations among 

people of color experiencing homelessness, and using data to develop specific strategies to 

improve racial equity.  

Lack of housing providers who accept undocumented folks in their programs. 

Elderly and disabled folks continue to be a population of concern.  

There is a lack of funding and billable time to engage in long-term transformational equity work.  

Sta� bandwidth is limited, and capacity for long-term work is diminished when teams are in crisis 

response mode, which is reinforced by leadership.   

Racial equity trainings and principles have been rudimentary without a practicable application or 

clear path for operationalizing racial equity transformation. Strategy sessions stay at the 

discussion stage, with minimal follow-up or enforcement of values and improved practices.  

Leadership may say things about advancing racial equity but not know how to operationalize or 

demonstrate racial equity in action.  



System-Level Challenges: 

Survey participants were also asked what supports they needed to successfully advance racial equity in 

their CoC/HRS. They identified several areas of opportunity and recommendations. 

Opportunities Identified by Survey Participants 

Diversity is lacking at the leadership and policy-making level; better representation of Black and 

Hispanic system leaders is needed. There is also a lack of sta� representation of people with lived

expertise. 

Overall, there may be a lack of sta� buy-in for racial equity. 

There is limited opportunity for input from case workers and direct service workers; sta� feel 

uncomfortable having conversations around racial equity and need shared language and safe 

spaces to discuss racial equity and share power.  

Agencies are operating in silos with poor inter-agency communication and collaboration. 

There may be a general feeling of content with the status quo. 

Without increased government funding and policy change, transformation is elusive. 

The system is using unfair, biased tools to select clients for housing opportunities. 

Homeless services intersect with numerous racist systems that share responsibility and authority 

in decision making. 

There should be broadened partnerships and better collaborations and accountability beyond 

the CoC/HRS for upstream solutions with concrete measures in place; a “collective impact” 

approach should be taken. 

Additional training on racial equity should establish a shared language, have action steps, and 

develop strategies for operationalizing racial equity in communities.  

Organizations need to have better representation of di�erent cultures and languages on sta�, at 

all levels but especially at the leadership level. 

There is a need for sta� positions that are dedicated to racial equity, as well as a need for 

(executive level) subcommittees to keep the work on track.  

Writing language into future contracts that requires a focus on equity will help to concretize and 

enforce equity action steps.  

Building local and regional collaborations that are broadly inclusive and focused on achieving 

racial equity will create wider, system-level change. 

CoCs and organizations would benefit from third party consultation and support for racial equity 

work, including strategic planning and training.  

More funding should be directed to community involvement in equity work, a�ordable housing, 

outreach and education, nonprofits and low-barrier accessible housing across the county, 

translators and interpreters, and better, more inclusive language access, and funds to allocate for 

direct racial equity action work.  

There should be more emphasis on formal equity assessments and continuous quality 

improvement using data, with open forums and town halls held for reviewing, discussing, and 

addressing inequities in the county. 

Organizations and CoCs should create opportunities for sta� to examine, discuss, and address 

racial equity issues openly and without fear of repercussions. 



The C4 team also conducted five virtual listening sessions with a small but representative sample of 

individuals from the COG region to assess both progress to-date toward building an equity infrastructure, 

deepen an understanding of the experiences of people who are using the HRS, and identify the current 

needs of the CoCs to build sustainable equity strategies going forward.  

Designed to complement quantitative findings, the team facilitated  two sessions with direct service 

providers  and three sessions with people with lived experience including:  

All groups were racially and ethnically diverse. Most listening sessions had one representative from each 

community; in some cases, not all communities were represented.  

Findings from Listening Sessions 

Findings were organized into three categories: 

Adults over 25 years old  

Young adults 18-24 years old  

Families or multi-living households with minor children  



Equity and Perception of Equity Across the System  

For people with lived expertise, equity issues are related to income (especially when folks make too much 

to be eligible for services), discrimination (by private landlords in particular) against folks with criminal 

justice or eviction histories or children, and some racial discrimination from frontline sta�, especially in 

wondering if white clients experienced similar barriers to services or scrutiny during 

assessment/eligibility activities. Some participants reported having experienced racial discrimination, 

and youth participants in particular found it easy to imagine discrimination based on race, sexual 

identity, and citizenship status was happening based on personal experience and stories they had heard.  

“At one organization, their level of questioning was way too much for what I needed. … I’m like I don’t 

even know why you ask all these questions. And if I were white, would you have asked those same 

questions for those resources?... I didn't feel it was the same across the board.”  

“In my experience, race did play a factor. Landlords discriminate and help some over others… I’m black 

and have a history of violence…It’s hard, being black, and having bad mental health.”  

Providers were reticent to discuss race explicitly; when asked about equity, providers answered broadly, 

and race was not a readily mentioned factor until probed specifically. Providers believed the system to 

be equitable but appeared to conceptualize this mostly in terms of eligibility for programs (e.g., not in 

terms of outreach/access, interpersonal discrimination, or outcomes). There was acknowledgement of a 

lack of needed resources and housing to address the needs of everybody in the system but a reluctance 

to drill down into how resource allocation tools decision making processes can perpetuate racial 

inequities. As with PWLE, the link between income and race was recognized as a factor perpetuating 

inequity: “  A�ordable housing is also an issue in DC, pretty sure there is a direct correlation between 

a�ordable housing and the racial makeup of people experiencing homelessness.”   

The link between family size and race was also recognized as a factor contributing to discriminatory 

housing policies, landlord discrimination, and location preference, particularly for Latinx families. 

Documentation (related to citizenship) and lack of materials in non-English languages and general 

language barriers were also cited as a barrier to equity. Providers reported seeing Hispanic/Latinx 

populations distrust services, especially if undocumented, and the need for better collaboration with 

community services to serve this population. Trans, femme, and elderly folks, as well as those with a 

criminal justice history were listed as other groups who may be experiencing discriminatory practices, 

whether in eligibility for services, treatment by the system, or outcomes. Providers also discussed the 

issue of disproportionate interactions with police, especially for people of color experiencing 

homelessness, combined with the criminalization of homelessness in the form of trespassing or loitering 

charges as contributors of inequity. Importantly, the presence of sta� bias was also cited as a 

contributing factor for inequities across the service spectrum.   

System Barriers to Equity & Services  

People with lived expertise had mixed but generally positive feelings about programs and services: 

participants recognized and valued the support they have received while articulating areas for 

improvement in service access and system barriers. Some participants cited experiences with services 

that were transformational in rebuilding their life (for example, getting a car, rebuilding credit), while 



maintaining that navigation of services remains di�cult due to general bureaucracy related to wait time, 

documentation (described as a “spinning hamster wheel”) and the di�cult and lengthy processes 

required to access basic support services, and having to repeatedly tell one’s story of homelessness. Not 

surprisingly, participants agreed that issues arising from the COVID-19 pandemic have compounded 

some of these issues. Again, participants homed in on income as a barrier for services:  

“  There were organizations that shut the door on me because I “should have known better”. I ended up in 

a hotel/ car with my kids because shelters were overcrowded. I made too much money income wise.”  

“You make too much, or you don’t make enough. It’s really hard.”  

For people with lived expertise, barriers to housing and service access included (private) landlord 

discrimination and negligence, eviction histories, credit, criminal justice history, having children 

(including occupancy policies), lack of quality, a�ordable housing, and gentrification were all barriers to 

housing. Some participants cited experiences with inappropriate and/or unsuccessful services, such as 

rapid re-housing followed by another episode of homelessness, or Section 8 not accommodating a 

disability. Experience with location preference was mixed.  

“It’s hard—bad mental health, Black, and homeless. With rapid rehousing, it’s just a revolving door.”  

Participants with lived expertise articulated additional major system issues, including poor system level 

collaboration and communication across agencies, insu�cient data to be able to provide the best 

services, insu�cient sta� training, and limited knowledge and communication of available services. 

Additionally, specific recommended improvements included same day emergency shelters, places to put 

people immediately, shelter programs that keep families and couples together, accommodations for 

mental health and other disabilities, and understanding or treating the whole person, with customized 

services for everyone’s specific needs.  

Provider respondents could readily state which programs, policies, and processes are working well, 

including new, more streamlined processes under COVID, master leasing, inclusive eligibility, o�ering 

multiple programs and services under one roof, cross-sector/system collaboration, wraparound services, 

and low-barrier services.  

“Emergency Housing Vouchers have opened up a lot of opportunities for people who wouldn’t have been 

eligible (due to background or poor credit). They are helping to eliminate some of the poverty issues.”  

Providers cited credit, criminal background checks, lack of language access lines or funding to support 

non-English materials, and gentrification as major system issues. Providers stated that policies around 

a�ordable housing and what developers can do need to be reevaluated, and that discriminatory and 

restrictive landlord practices are trickling into sta� practices. Additionally, the continued criminalization 

of homelessness perpetuates inequities. It was recommended that “ban the box” initiatives should 

expand to include credit history or other items that create barriers, and that the system should help 

people buy a home rather than rent, which keeps people in poverty, prevents them from building wealth, 

and disproportionately impacts BIPOC. Providers also recommended allocating more funds towards 

crisis teams to help limit police interactions, which can compromise client trust.  

Organizational Issues, Including Sta� and Leadership  



For people with lived expertise, observations on sta� and sta� interactions were mixed. Participants 

recognized sta� who were passionate about the work and really cared about clients, citing professional, 

dedicated workers who were knowledgeable and supportive. Negative observations were mostly rooted 

in the context of recognizing organizational and systemic issues rather than interpersonal shortcomings, 

such as overworked sta�, high caseloads, and high rates of turnover. Participants cited a need for 

systems to communicate and collaborate.   

“We need more counselors and counselors with deeper knowledge. If they have more—even peer to peer 

counselors—that would be nice.”  

“People have been very kind to me and my child… even watching my child while I eat and giving me a 

moment’s rest has been helpful.”   

However, there were some interpersonal examples of di�erence in treatment by sta�, calling out African 

American sta� as being more supportive than White sta�: “[T]he sta� here, like, the African American 

women, they understand. Like, they get it. They understand. They’re so supportive.” Youth participants 

cited instances of sta� carelessness and not valuing youth’s time. One youth respondent reported having 

experienced adultism, sta� not being youth friendly, and the use of professional jargon when working 

with case workers. Some noted that sta� serving youth do not always know what services are available 

for youth, so self-advocacy is important.   

A major organizational issue identified by people with lived expertise is the presence of serious mental 

health issues among clients, and the challenges that arise when clients with SMI are mixed with those 

who do not have MH issues. They described instances where mental health crises take sta� attention 

away from others, creates unsafe situations in shelter spaces, and impacts the mental health of other 

clients as they navigate the mental health of others. Youth participants observed that the system needs 

more speaking up about sexual assault, discrimination, and mental health needs, with more mentor 

relationships, community events, and opportunities for youth to be at the table.  

“I feel like most people have accepted youth homelessness as a thing that exists, but acknowledgement 

is not the same thing as action.”  

“When meetings and resources are being held and budgeted for the holding space, youth and young 

adults need to have access to that meeting and there is no one better to give the feedback on what 

young adults need. The invite to participate and advocate for themselves.”  

Providers reported that sta� are underpaid, undertrained, and experience high rates of turnover. 

Retention strategies should include better pay and more training, especially in mental health and equity 

and bias, so that sta� can serve clients with higher needs with confidence, as well as clear professional 

pathways for growth and leadership advancement. Sta� also need more support and training to deal with 

mental health issues and are not prepared or equipped to deal with crisis situations or clients with higher 

needs. “  Sta� do not have the support they need to serve [clients] well and sometimes policies and 

procedures get in the way.”  



The majority of providers agreed representation of Black, Indigenous, and People of Color at the sta� and 

leadership levels was very poor and needed to be improved, including diversification beyond a focus of 

only Black and White. “Most of non-profit frontline sta� are people of color, and they are underpaid and 

overworked and underdeveloped, and this is primarily because we all rely on county contracts to pay 

our sta�.”  

One provider noted an organization where all Black sta� were separated in one section. One community 

did report that leadership was diverse by design and e�orts made to ensure representation were 

recognized.   

“No. Not at all. Never enough minorities – African American, Hispanic – the community doesn’t look like 

an all-white community. Never enough representation. Not enough ppl who understand working with 

folks who are homeless. They still don’t understand what we actually do all the time. They don’t know 

what I do on a day to day basis to help people. Not just housing, but services. They didn’t become 

homeless in one day – unless it was an accident or emergency – this is stu� that built up over time. So 

we aren’t going to stabilize them in one day. Boards and supervisors – they have no clue of all the 

representation that they need.”  

Providers also lamented minimal turnover for people in positions of power and made a call for leadership 

to come see what “actually goes on in direct service”.   

“Easy for leadership to say that they know what’s going on, but they don’t. They don’t know the clients 

and they don’t see them, and they don’t understand. They make decisions based on what they think is 

best for the clients.”   

    “If you have people in leadership who are prejudiced and have some type of disdain against the people 

they're trying to help, then that's where the main problem is. You may have people on the lower level 

that want to do good, but then you have people at the higher level that don't want to do it—don't want 

to make policy changes that will bring that level of equity that you're speaking of. And so, when I look at 

things from a leadership standpoint, sometimes you have to go a little higher up to see why this 

[e�ective equity work] is not happening.”  

Providers discussed the issue of organizations not being safe spaces for sta� to share lived experience, 

and recommended improvements for the inclusivity of PWLE in decision making. Most communities have 

YABs or CABs that are successfully initiating change, but in some areas those groups are struggling to 

stay supported. Only some communities have mechanisms for front-line sta� feedback.   

“Lack of representation for people with lived experience. It doesn’t make sense that people with no lived 

experience are saying that I am the expert when I've never lived in a shelter. Clients and people with 

lived experience should be making decisions for their safety. They know it best. We don’t. We don’t have 

the experience to.”  

Additional System Analysis 

To further understand the systemic structures such as governance, funding, CoC policies, and culture 

that could be contributing to inequities within each jurisdiction, REAC members were asked to conduct a 

system mapping activity and a review of CoC policies and procedures with a lens of racial equity. The C4 



team provided tools, coaching, and facilitation of working sessions to advance this analysis at the local 

level. Towards the end of the project, additional system mapping sessions were added to support 

communities to develop strategies and action steps that were more detailed and specific to the unique 

challenges of each community.  

 Additional Findings 

The REAC teams worked actively with community partners, system leaders, and HMIS system 

administrators to identify inequities, make meaning of their local data, and determine some priority areas 

for action planning.  

 Equitable Results Framework 

As communities increase their awareness of inequities, a natural response is the desire to move quickly 

towards solutions and action. The second phase of this initiative ensured that REAC members were 

grounded in a framework that promotes accountability to both an equitable and inclusive action planning 

Across the region, partners shared concerns about: 

the lack of quality, a�ordable housing in communities where people want to live 

high barrier programs that make access and retention di�cult for clients 

funding requirements such as jurisdictional residency, proof of citizenship/legal status, etc. 

that create barriers to access 

limited sta� capacity to coordinate and advance the work of racial equity 

the lack of representation from Black, Indigenous, and people of color as well as people with 

lived experience of homelessness around policy-making tables 

limited opportunities for frontline sta� and people with lived experience to provide feedback, 

drive decisions that impact them, and advance to positions of leadership 

the absence of structures and processes that “have teeth” and ensure accountability to the 

people being served/housed 

continued use of an assessment and prioritization process that is not trauma-informed or 

racially equitable 

the need for more culturally responsive services and outreach to communities of color 

Action Planning

Process



process and shapes system change through targeted equity outcomes. The Equitable Results Framework1 

aims to achieve better outcomes for all while addressing factors that contribute to racial inequities and 

block access to opportunity. 

Future Visioning 

After analyzing quantitative and qualitative data as well as findings from the system mapping activity, 

REAC members were tasked with developing a shared vision for the desired end result. What are we 

trying to accomplish? What do we want to see for ALL of the people being served within our systems? The 

vision for a more equitable homeless response system was that: 

“All persons experiencing housing instability and homelessness within the COG region will have 

an equitable path to safe, stable, homes in communities of their choosing.” 

Root Cause Analysis 

In examining the desired end result statement, project participants had to determine, based on the data, 

which demographic groups were not meeting this desired end result or not meeting it in the same way as 

others. They identified the greatest inequities and then conducted a root cause analysis to understand 

the underlying factors, structure, and mental models that were leading to those inequities.  

Development of Strategies and Action Steps 

Strategies that address the contributing factors and root causes of inequities will be most impactful in 

addressing the specific challenges that are faced by Black, indigenous, and people of color. As 

communities moved forward with strategy development, they were asked to ensure that all racial and 

ethnic groups who will be a�ected by decisions and changes in policy or practice, have some 

representation and decision-making power in the process.  



REAC teams worked in their communities to develop strategies and action steps and create local racial 

equity action plans. The plans from the 9 CoCs were reviewed by the C4 team and synthesized into one 

regional coordinated racial equity plan with recommended action that can be taken at the regional and 

local level. 

Regional Priority Areas  

Communities were encouraged to choose up to three Focus Areas to guide the work of action planning 

for equitable results. Focus Areas that centered around people with lived experience of homelessness 

were chosen most often: “ensure that people with lived experience have decision-making power” was 

chosen by 5 communities, and “improving the experiences of people utilizing the system” was chosen by 

4 communities. This indicates that MWCOG communities are building solid foundations for racial equity 

work by prioritizing strategies that build authentic partnerships and ensure shared power with people 

with lived experience.  

Several communities identified Focus Areas tied directly to existing system processes and sta�ng, 

including “analysis of assessment and prioritization process for CES,” “addressing racial disparities in 

prevention/upstream,” and “addressing racial disparities in CoC sta�ng and leadership.” Finally, several 

Focus Areas were chosen by very few communities and may be useful to consider when building out a 

robust regional plan. “Building community” and “develop stronger collaborative relationships with cross 

sector partners” were chosen by 1 community each, and “equitable funding and resource allocation” was 

not explicitly chosen as a Focus Area by any community. These areas may be useful to consider in the 

context of regional work to reduce racial and ethnic disparities, as they may be better served by using a 

wider regional lens and network of resources to begin meaningful work. 

It is important to note that each CoC came into this work with varying capacity, knowledge, and skill sets 

in relation to racial equity, some that had already been working towards identifying and addressing 

disparities and some that were very new to these concepts. As such, the Regional Racial Equity Action 

Plan represents data-informed and community driven recommendations for strategies and action steps 

that will promote equitable policies and practices across the COG region, and hold system leaders and 

providers accountable to ensuring more racially equitable access and outcomes for people who are 

experiencing homelessness.  

Summary 

Communities participating in this initiative were provided with an Equitable Results Framework tool and 

met individually with their teams to develop customized plans for furthering local, CoC-specific racial 

equity work. Each local racial equity action plan as well as the Regional Racial Equity Action Plan, is a live 

planning document intended to be used in a flexible way and is expected to change over time. The 

strategies that communities outlined are intended as tests and the impact of those strategies should be 

monitored and evaluated frequently and revised as needed depending on real-time feedback. 



The Regional Racial Equity Action Plan is the culmination of almost 18 months of working in 

partnership with community members across the COG region. The plan consists of recommended 

strategies and action steps and is not meant to be all inclusive or definitive. It is important to 

acknowledge that some communities may already be implementing strategies outlined in the plan 

which could provide opportunities for continued cross-community learning and resource sharing as 

other communities may be beginning their work. The Regional Plan is laid out by focus areas that 

were prioritized in the CoC-specific racial equity plans as well as areas of opportunity that were 

highlighted during engagements with regional stakeholders and working sessions with CERT 

members. The focus areas are as follows: 

Many strategies are interrelated and are meant to be reinforcing of other aspects of the plan. 

The plan links related strategies together in ways that may help define how they are actionable. 

It is also important to recognize that each CoC will have di�erent resources and capacity. 

Implementation planning should consider the varying levels of support that CoCs may need to 

successfully carry out the identified action steps. One specific example is that CoCs do not 

collect or report data in the same ways across the region. For some communities, pulling specific 

data metrics may be outside of their ability.   

Action Plan 

Culture: Shifts in policies and processes that will embed racial equity principles across local 

and regional e�orts to end homelessness. This includes developing and sustaining authentic 

partnerships with people with lived experience, ensuring shared power and decision-making, 

increasing racial and ethnic representation at all levels of the HRS and policy-making bodies, 

and embedding cultural humility across the homeless service system. 

i. 

System Improvements: Methods to understand and address the needs and inequitable 

experiences of people of color experiencing homelessness/housing insecurity in the COG 

region.  

ii. 

Analysis: Ensuring that data is collected, reported, and utilized in ways that advance racial 

equity and promote shared accountability to the Regional Racial Equity Plan.

iii. 

Funding: Allocating resources in ways that advance racial equity and sustain process and 

system improvements. 

iv.







A. Challenges

Challenges &
Success



Community members who participated in this initiative became a part of a regional movement that 

required capacity, continued learning, and a long-term commitment. As previously mentioned, this was 

during a pandemic, HUD’s NOFO (funding opportunity) process, and during a time of increased sta� and 

leadership transitions. It is important to name these challenges because there will always be competing 

priorities within a system that is addressing the housing crises of so many households. REAC members 

had to find balance between 1) challenging white supremacy cultural norms to push back against rushed 

timelines that threatened the quality of their work and 2) coming to the realization that some progress is 

better than no progress and there will never be a better time than now to address racial inequities. 

There was a collaborative learning process between consultants and community members that ensured 

the work to advance racial equity could be done with integrity and participants who were challenged by 

competing priorities could still engage in ways that were meaningful and impactful.   

Some of the challenges that CERT members named were: 

“Adding folks with lived experience and compensating them --especially when you represent a 

county agency. Some of the people with lived experience are not necessarily available during the 

business hours when county sta� are working-REAC members. The timing of the work, vacancies in 

sta�ng, other day-to-day priorities. Having time to include more community partners, members...”  

It will be important to be proactive about technical and adaptive challenges during implementation 

and sustainability planning. 

B. Successes

Honoring how di�cult this work can be is important, as is celebrating every success along the way to 

strengthen support and community commitment. Through the work of the CERTs, CoCs were 

integrating racial equity principles in live time and advancing a more anti-racist culture. Some CERTs 

identified sustainable funding to compensate partners with lived experience. Some set aside funding 

to sta� DEI positions, and all engaged in meaningful cross-community learning related to more 

“It is challenging to move this work forward without increasing sta� capacity. It would be great if 

additional consulting services would be provided to do the intricate work required to e�ect real 

change in our jurisdictions on the local, and regional, levels.” 

Di�culty identifying and recruiting people with live experience, and sustaining authentic 

partnerships  



equitable practices. These are examples of the positive impact this initiative has already had on 

communities. 



A. Develop Implementation Plan

In collaboration with a diverse group of representatives from participating CoCs (including interested 

CERT members), it will be important to determine the priorities in the existing plan. For each racial equity 

strategy, define what progress looks like using the SMARTIE format (strategic, measurable, ambitious, 

realistic, time-bound, inclusive, and equitable), responsible parties, and timelines. Develop an ongoing 

way to collaborate with community members from each jurisdiction to ensure continuous feedback in 

the implementation process. Creating a Regional REAC may ensure that action steps are carried out at 

the local level and create a space for ongoing collaboration and cross community learning. 

B. Sustainability/Accountability

MWCOG system leaders from the Homeless Services Committee and Human Services Policy Council will 

need to define the infrastructure that will maintain accountability for the Regional Racial Equity Action 

Plan. It is recommended that a Regional Interagency Council on Homelessness is established to provide 

oversight of the plan, address any implementation challenges, ensure ongoing evaluation of impact, and 

update the plan as needed. The Regional ICH should be racially and ethnically representative of those 

most disproportionately impacted by homelessness as well as inclusive of lived experience. ICH 

members will be able to align e�orts across adjacent systems in which people experiencing 

homelessness may be experiencing additional disparate outcomes. ICH members will also be able to 

address technical and adaptive leadership barriers during implementation, clarify pathways for 

accountability, and ensure that there are continuous quality improvement processes in place. An ICH will 

also create opportunities for more upstream homeless prevention strategy development and aligned 

contributions.  

The Regional Data Metrics Workgroup played a significant role in this initiative since the start of the 

project. It is recommended that they develop a public facing dashboard with defined benchmarks that 

indicate progress on the Regional Racial Equity Plan that would allow for greater transparency and 

shared accountability.  

It is also recommended that CoCs work to engage and support individuals with lived experience who can 

participate as members of a Regional Lived Experience Coalition. A lived experience coalition could 

provide leadership in identifying and driving transformative system change and ensure that people who 

are experiencing homelessness are always centered in system planning processes. 

C. Align e�orts across the region

Align the Regional Racial Equity Action Plan with the Regional Compact to eliminate duplicative work. 

Next Steps



Facilitate workshops for sta� of elected o�cials to ensure support of the plan and shared accountability 

within those o�ces. 

C. Build understanding of capacity building needs for smaller CoCs

Be proactive about the ongoing challenges faced by CoCs. Establish a mechanism to collect feedback 

from CoCs as it relates to their ability to implement racial equity strategies. Be responsive to the 

identified needs (especially within smaller CoCs) as they relate to technical assistance, training, funding, 

sta�ng, and other capacity building.  

Appendix A 

Quantitative Data Community Reports

Appendix B

Regional Action Plan Summaries

Alexandria CoC 

Focus Area: Address racial disparities CoC sta�ng and leadership 

Alexandria CoC elected to work on addressing racial disparities in CoC sta�ng and leadership by 

forming a new Racial Equity subcommittee group to sustain future equity work. This group will 
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incorporate racial equity work into Alexandria’s strategic plan and get the necessary approval 

from the PPEH Governing Board regarding this addition. 

Arlington County CoC  

Arlington County CoC selected three focus areas for their ongoing racial equity activities, 

including ensuring that people with lived experience have decision-making power, improving the 

experiences of individuals moving through the homeless response system, and addressing racial 

and ethnic disparities in prevention resources and systems that are “upstream” from the 

homeless response system. “Upstream” refers to systems, agencies or resources that individuals 

who experience homelessness may interface with before or while they are unhoused.  

Focus Area #1: Ensure that people with lived experience have decision-making power  

The Arlington team has decided to hire a Racial Equity Program Manager to sustain future racial 

equity work, assess the extent to which the current CoC governance structure supports the full 

participation of people with lived experience of homelessness, provide training to CoC partners 

on the importance of on the benefits of and strategies to engage current and former program 

participants in program and system design, form a Consumer Advisory Council, develop a 

system to equitably compensate individuals with lived experience, establish performance 

review cycles to monitor metrics and refine strategies over time, and codify racial equity 

strategies into existing policies and procedures.  

Focus Area #2: Improve the experiences of people utilizing the system 

Using data disaggregated by race and ethnicity the Arlington team will develop baseline reports 

and a CoC report card to track performance measures with a racial equity lens and further 

explore disparities, conduct surveys and focus groups with individuals experiencing 

homelessness and implement other types of qualitative data collection, identify actions needed 

to improve participant experiences based on quantitative and qualitative analysis, codify new 

equitable hiring practices and more. 

Focus Area #3: Address racial disparities in prevention/upstream 

The Arlington team will review existing data on upstream interventions (prevention/diversion), 

develop a stakeholder analysis of key decision-makers and advocate partners for each upstream 

system identified, develop outreach plan, to include key influencers and people with lived 

experience to engage identified systems, stand up a CoC subcommittee that can support cross-

systems strategies to address system-driven entries into homelessness, and incorporate 

strategies and action items into next CoC Strategic Plan. 

Fairfax County CoC 



Fairfax County CoC selected three focus areas for their ongoing racial equity activities, including 

ensuring that people with lived experience have decision-making power, addressing racial and 

ethnic disparities in prevention resources and systems that are “upstream” from the homeless 

response system, and developing stronger collaborative relationships with cross sector 

partners.“Upstream” refers to systems, agencies or resources that individuals who experience 

homelessness may interface with before or while they are unhoused. 

Focus Area #1: Ensure that people with lived experience have decision-making power 

The Fairfax County team is planning to hire people with lived experience into the O�ce to 

Prevent and End Homelessness and on agency Board of Directors, hire people with lived 

experience at housing and service providers, promote people with lived experience who are 

employed at agencies to management and decision-making roles, consult with people with lived 

experience regarding their experience navigating the Fairfax homeless response system, and 

make homeless service committees more inclusive of people with lived experience. 

Focus Area #2: Addressing racial disparities in prevention/upstream  

The Fairfax team also plans to perform a system mapping exercise of upstream programs in 

order to identify systems strengths/gaps and synthesize available resources, disaggregate 

housing instability data by race/ethnicity, compare the populations served by Coordinated 

Services Planning versus the populations that call for assistance, and analyze why the needs of a 

high percentage of Black households are not resolved by services o�ered by Coordinated 

Services Planning.  

Focus Area #3: Develop stronger collaborative relationships with cross sector partners 

Fairfax will create space for collaborative e�orts that are CoC wide that promote racial 

equity,prioritize relationship building and collaboration e�orts to promote sustainable e�orts, 

develop action plans around targeting and building relationships with network partners, 

communicate and organize a group to lead the work identified in each focus area; create 

memorandums of understanding in adherence to racial equity values between partners, and 

solidify this group into a functional task force to sustain the work in future. 

Loudoun County CoC 

Loudoun County CoC selected three focus areas for their ongoing racial equity activities, 

including providing racial equity education and training to CoC members, building community, 

and ensuring that people with lived experience have decision-making power. 

Focus Area #1: Racial Equity Education 

The Loudoun County team will provide foundational Racial Equity training to CoC members and 

establish a CoC Racial Equity sub-committee by the end of 2022. 



Focus Area #2: Building community 

Loudoun County will ensure that their CoC Governance Board includes people of color with 

lived experience, and identify and recruit at least one person within our CoC to champion 

diversity, equity and inclusion (DEI) and to help us analyze any new policies and procedures 

through a racial equity lens. Loudoun County will also identify and add to their current CoC 

membership list to include organizations working with ethnic, immigrant, disability, LGBTQ+ and 

re-entry groups. 

Focus Area #3: Ensure that people with lived experience have decision-making power 

Loudoun County CoC will assign Coordinated Entry or CoC sta� to work at the Loudoun 

Homeless Services Center a week prior to every CoC meeting to interact with participants and 

collect information to better understand the participants' needs and barriers, and share them 

during CoC meetings. The Loudoun County team will also work to create opportunities for 

people of color with lived experience to share input regarding the provision of service delivery, 

including what worked and what needs improvement. Finally, this team will also develop surveys 

and interview protocols to collect data on the experiences of those going through the homeless 

services system. 

Montgomery County CoC 

Montgomery County CoC selected three focus areas for their ongoing racial equity activities, 

including conducting an analysis of assessment and prioritization processes within their 

Coordinated Entry System, improving the experiences of individuals utilizing the homeless 

response system, and addressing racial and ethnic disparities in prevention resources and 

systems that are “upstream” from the homeless response system. “Upstream” refers to systems, 

agencies or resources that individuals who experience homelessness may interface with before 

or while they are unhoused.  

Focus Area #1: Analysis of assessment and prioritization process for CES 

Montgomery County plans to develop a work group that will evaluate and review the current 

assessment tool (VI-SPDAT) and create a new comprehensive screening tool; evaluate the 

current tool for bias in existing questions, implement mandatory and regular training on the 

assessment tool and on implicit bias, and shift/reallocate service provision of available 

resources to meet the needs of those most impacted by homelessness. 

Focus Area #2: Addressing racial disparities in prevention/upstream 

Montgomery County is would like to explore any racial disparities in the outcomes of housing 

recertifications, analyze eviction data with a geospatial lens, conduct tenant rights/landlord 

discrimination advocacy work, increase supportive voacational programs to mitigage biased 



hiring practices, and improve access to information about diversion, prevention and crisis 

services. 

Focus Area #3: Improving the experiences of people utilizing the system 

The Montgomery County team also plans to create peer advocacy groups for shelters, increase 

opportunities for peer-to-peer support with housing navigation, improve access to services for 

sheltered and unsheltered individuals, provide more direct in-person training on financial 

literacy and mainstream resources, and create advisory groups in all homeless service providers 

that provide feedback and recommendations for improvement. 

Prince George’s County CoC  

Prince George’s County CoC selected three focus areas for their ongoing racial equity activities, 

including improving the experiences of individuals utilizing the homeless response system, 

conducting an analysis of assessment and prioritization processes within their Coordinated 

Entry System, and ensuring that people with lived experience of homelessness have decision-

making power across the CoC. 

Focus Area #1: Improving the experiences of people utilizing the system 

The Prince George’s County team will assess and improve core CoC system competencies in 

serving individuals from di�erent cultures and backgrounds by improving representation, 

program approachability, and sta� training. The team will also conduct qualitative assessments 

to better understand the needs of key demographic groups including barriers to accessing the 

system, and develop a CoC-wide plan for embedding and sustaining equity practices throughout 

all aspects of the system. 

Focus Area #2: Analysis of assessment and prioritization process for CES 

Assess the quality and equity of Prince George’s County assessment and case conferencing 

processes using a continuous quality improvement process focused on equity. 

Focus Area #3: Ensure that people with lived experience have decision-making power 

Prince George’s County will hire a person with lived experience of homelessness to serve as a 

representative and advocate, create a structural support system that makes space for and pays 

individuals with lived experience to participate in committees and teams, restart a resident 

advisory committee and create similar committees for other housing types, create a safe space 

for continuous feedback from individuals who have engaged with the homeless response 

system, create a continuous quality improvement methodology to regularly review and act upon 

learnings from all tested strategies. 

Prince William County CoC  



Prince William County CoC selected three focus areas for their ongoing racial equity activities, 

including ensuring that people with lived experience of homelessness have decision-making 

power across the CoC, addressing racial disparities in CoC sta�ng and leadership, improving the 

experiences of individuals utilizing the homeless response system. 

Focus Area #1: Ensure that people with lived experience have decision-making power 

Prince William County will obtain funding to compensate people with lived experience, establish 

a committee to carry racial equity work forward, collaborate with providers to identify people 

with lived experience and develop an MOU to facilitate participation in the new committee, and 

conduct focus groups to receive feedback from people with lived experience. 

Focus Area #2: Addressing racial disparities CoC sta�ng and leadership 

Develop a survey to determine current sta� diversity and identify areas for improvement, 

develop a subcommittee comprised of key stakeholders to continue racial equity work, assess 

current hiring policies and practices for equity, and develop and schedule an annual equity 

training for CoC. 

Focus Area #3: Improving the experiences of people utilizing the system 

Conduct qualitative data collection on the experiences of people with lived experience that 

have utilized Prince William County’s homeless response system, review the results of this 

survey with providers and provide initial training, review survey results on a quarterly basis in 

they future, conduct a survey for non-CoC providers (such as food pantries, faith-based 

organizations, etc.) to identify any gaps in services, conduct a system mapping exercise that and 

compiles all available resources, and encourage provider participation and alignment with a 

statewide 211 resource line. 

Appendix C

Action Planning Template





Appendix D

Glossary

Equity: A concept that refers to fairness, impartiality, and justice in the distribution of resources, 

opportunities, and benefits among di�erent groups of people.

Disparities: Di�erences or inequalities between groups of people, especially in terms of access 

to resources, opportunities, and benefits.

Disproportionality: The condition of being overrepresented or underrepresented in a given 

situation or context, usually compared to a reference group.

HMIS: The Homeless Management Information System is a database used to collect and manage 

data related to homelessness, including demographic information, service utilization, and 

housing outcomes.

Continuum of Care: A collaborative network of providers and organizations that work together 

to provide a comprehensive system of care for people experiencing homelessness, including 

outreach, emergency shelter, transitional housing, and permanent supportive housing.

PIT Count: Point-in-Time Count is a count of sheltered and unsheltered homeless individuals 

and families conducted on a single night in January every year in the United States.

AHAR: Annual Homeless Assessment Report is a report that provides national estimates of 

homelessness and information on the characteristics of homeless individuals and families.
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