
Welcome to Built for Zero!  It’s our goal to make sure you are set-up to succeed, hit the ground 

running, and get the most out of the Built for Zero collaborative. 

 

A key step is recruiting the right people to join your Improvement Team -- and we’d like to help you 

do that.   

 

Step 1:  Invite a representative group of 4-6 stakeholders (see chart below) to participate in your 

“Getting to Know You” video call (it’s helpful to make sure you’ve sent these stakeholders an 

announcement of your participation in Built for Zero first and this Overview of the Built for Zero 

Collaborative.   We’d like to schedule this call within the next 2-3 weeks.  

 

 
Your improvement team is your multi-agency group of leaders who will come together at least 

monthly to drive toward your goal. This team should include groups like your Continuum of Care, 

your VA, your largest Homeless Service, Housing and Street Outreach Providers.  Your 

improvement team generally includes 4-10 members.   

 

  

https://www.joinbuiltforzero.org/overview/
https://www.joinbuiltforzero.org/overview/


What do improvement team members do? 

● Serve in a specific role (see roles/descriptions below) to drive progress and build the will in 

your community to end homelessness. 

● Team lead/data lead and other team members as appropriate, participate in coaching with 

your Built for Zero improvement advisor. 

● “Huddle” at least monthly to review progress toward your goal and your community’s data 

in your Built for Zero dashboard (this can be through in-person meetings or by phone). 

**Promising practice:  High performing improvement teams have 15-minute weekly “huddles” 

with a tight agenda tied to your specific action plan and target dates. 

● Participate in Built for Zero in-person learning sessions and peer learning opportunities.  

Your improvement team helps determine the members of your learning session team -- not 

all participants in the learning sessions need to be on your improvement team.  Your 

improvement advisor can help you figure this out too. 

. 

Step 2:  Participate in our “Getting to Know You” video call with your improvement advisor and talk 

through who to invite to join your Built for Zero improvement team. 

 

 

Step 3:  After your “Getting to Know You” call, recruit your improvement team and  fill these 

roles (see role descriptions below): 

● Team Lead 

● Population-specific Team Leads (Chronic, Veterans)  

*can also serve as Project Leads or co-Team Lead 

● Data Lead 

● Champion Leader(s) 

● Project Leads (2-4 project leads) 

 

  

https://docs.google.com/document/d/1AVkMZE_XtEpXVs1l-iKIRZNiU38i-VqfNQmxx84-eg0/edit


 

Built for Zero Improvement Team - Role Descriptions 

 

Your community’s Improvement Team is generally comprised of members from multiple 

organizations and agencies.  Different members of your team will fill these key roles: 

 

Team Lead 

 

Headline: Visible leader actively driving the work forward and accountable for the following 

functions 

 

● Delegates and shares responsibility with core leadership and broader leadership team, 
including what’s listed below 

● Recruits stakeholders to participate in leadership team meetings 
● Coordinates with the Data Lead to get necessary data to provide needed feedback loops on 

progress towards goals and strategies being implemented 
● Builds consensus with stakeholders around goals, strategy and changes to be tested 
● Communicates progress, barriers and needs up and out to stakeholders 
● Calls leadership team meetings, creates agendas and facilitates meetings 

 

Who is this? 

 

● Could be formal or informal position 
● Has strong rapport and influence with stakeholders 
● Experienced at facilitation 
● Comfortable handling data and using it to inform decision making and generating insights in 

the improvement work 
● Could be: 

○ Coordinated Entry Lead 
○ SSVF Leader 
○ VASH Leader 
○ CoC Board / Committee Chair  
○ City or County Leader 
○ Business Leader 
○ Others? 

  



 
Data Lead 

 

Headline: Builds and maintains a measurement system to drive progress towards local goals 

 

● Understands by-name list scorecard and data reliability standards, as well as operational 
definitions of the 6 data points reported monthly to Built for Zero 

● Supports team to reach and sustain by-name list scorecard and data reliability standards 
● Reports data monthly to Built for Zero 
● Assists in defining the bundle of measures needed to create insights and track impact of 

strategies and changes being tested 
● Support teams in building data collection plans for improvement projects 
● Works with team lead to present data in easily digestible formats for various stakeholder 

groups 
● Coordinates with database or HMIS administrator to pull necessary reports and data - 

understands enough about HMIS system to help translate data needed with HMIS 
terminology and platform nuances 

 

Who is this? 

 

● Could be formal or informal position 
● Understands function of data as a necessary tool for improvement vs. accountability 
● Ability to make data easily understandable [from spreadsheet → simple graphical visuals]  
● Comfortable handling data and using it to inform decision making and generating insights in 

the improvement work 
● Could be: 

○ HMIS Admin 
○ Program Lead 
○ Coordinated Entry Committee Chair 
○ Data Analyst from Outside the Sector 
○ Others? 

  



 
Champion Leader[s]  

 

Headline: A formal leader that represents the work publicly and clears the path for the improvement 

team[s]. 

 

● Building Will for the improvement initiative. 
● Assisting the team in connecting the team’s work to broader organizational / CoC priorities 
● Reach agreement on the aim for the team’s work. 
● Working with the team to get the resources it needs (especially support from IT, HR, 

Finance, etc.). 
● Removing any organizational barriers to improvement. 
● Be aware of how the improvement team’s work is affecting the rest of the system 
● Keeping abreast of the progress of the team. Influencing the tempo. 
● Communicating the team’s progress to overall leadership of the organization 
● Developing a strategy to spread the work of the improvement team. 
● Support the team in sharing learning in local forums level and at Built for Zero 

 

Who is this? 

 

● NOT the Team Lead 
● Has positional authority 
● This may likely be the person signing formal BFZ service agreement 
● Could be: 

○ CoC senior leadership 
○ Leadership of collaborative applicant / CoC backbone organization 
○ City / County leader ‘sponsoring’ or driving the local initiative 
○ Others? 

  



 

Project Leads (2-4 Project Leads) 
 

Headline:  Responsible for executing a time-limited “improvement project” during an action cycle 
 

● Works with and receives support from Team Lead to clearly define improvement project 
implementation plan and data collection 

● Oversees implementation 
● Oversees data collection and ensures that data is recorded 
● Reviews results/learning with Team Lead 
● Update the team and helps identify next steps based on results/learning 

 

Who is this? 

 

● Has a day-to-day role connected to this improvement project 
● Could be: 

○ Coordinated Entry Team Member 
○ SSVF/VASH Team Member 
○ Homeless Services Provider Team Member 
○ CoC Team Member 
○ City Agency or State Agency Team Member 
○ Other 

 


