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One System
One Goal



• Southwestern Ontario

• Pop. 380,000

• 15th largest municipality in 
Canada

• 13,000 households on Ontario 
Works (Provincial Social 
Assistance)

• 3,500 on Social Housing Wait 
List

• Robust Homeless Prevention 
System Implementation Plan
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City of London



Background

• 2009 – 2016: worked with community to determine readiness for a 
shared information system

• 2013: Homeless Prevention System Implementation Plan approved by 
all orders of government and the London Homeless Coalition
• Priority Action: A Shared Information System

• Funding Agreements – HIFIS requirement
• For 3 years prior to the launch of our shared system: all funding 

agreements with Homeless Prevention funded programs included a 
requirement to use a homeless management information system

• ServicePoint vs HIFIS
• We reviewed the US product and HIFIS
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HIFIS as a Shared Environment



What did we Accomplish?

• Created the London Homeless Prevention Network of 
participating homeless serving programs

• 13/17 homeless serving programs in London, Ontario

• HIFIS as a lever: from siloed services to homeless prevention 
system 

• 1 year, $1 million

• Implementation consultant

• Process Mapping

• Data Migration – 10 years prior
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Our Team and Network Structure



12 LESSONS LEARNEDTOP
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Lesson #1: “Culture Eats Strategy for Breakfast”

• Relationships & Trust is 
Key

• Focus on Change 
Management

• In a shared system: 
Only as strong as our 
weakest link

• Cranky or 
obstructionist partners 
are real
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Lesson #2: All for One

• Implementing all 13 homeless serving programs at once

• 1 program at a time takes a long time, and 
• Makes it difficult to work on shared practice
• Compromises data quality

• Fosters strong alignment and networking
• Supports shared learning & decision-making

• Change Management: Sense of Urgency 

• If we did it again: More time spent at the start on data & process 
mapping
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Collectively identifying current 
program processes & workflows, 
and determining how HIFIS can 
support their work.

• 15 topics: sticky notes
• Frontline staff & Leadership 

together
• Gap Analysis & developing a 

solution
• Making HIFIS Work
• Relationships & Enhancing Buy In
• Informed User Manual

10

Lesson #3: Do Lots of Shared Process Mapping



Lesson #4: Data Migration, a Double-edged Sword

• London: non-3.8 community that migrated data 
for HIFIS 4.0. 

• Migrated 10 years of data

• Be Prepared:
• Duplicates

• Merging creates duplicates when consent 
is signed

• Requires Scripts and manual data entry 
and cleanup – no ready HIFIS solution for 
data cleanup following mergers
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Lesson #5: Eyes Wide Open: The HIFIS Product

• ServicePoint vs HIFIS 4.0
• From evaluation: ServicePoint superior system

• Upfront and ongoing costs
• Selected HIFIS 4.0 as HMIS

• Made in Canada Solution – “Free”
• A high hidden cost to implement and maintain at a local level
• HIFIS 4.0 software immature

• Cost/Benefit Analysis: Not as free as we would have liked it

• Benefit of Hindsight: still go with HIFIS ($ for customization adds up)

• Positive Working Relationship with HIFIS
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Lesson #6: The Shell Game of HIFIS

• Reports: Commitment & Resources
• Very Limited Number of Reports in 

HIFIS

• HIFIS: half a system without reports

• London has created 80 reports – we 
will need 100’s

• More than just reports: queries & 
scripts – requires talent

• Requirement: Full-time ITS staff 
person

13



Lesson #7: A Need to Invest in
Staffing Resources

• Need to invest in staffing resources:
• Tech
• Community
• Training

• 3 FT staff & Management oversight

• Cost & Effort involved
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Lesson #8: Knocking Down Artificial Roadblocks 
to Information Sharing

• Address Concerns for Sharing Information 
• Real vs artificial
• Risk vs Benefit
• Consent

• Driver for all information sharing
• Can share personal information, 

personal health information, etc.

• Relationships to Secure Content Experts
• Privacy Officers

• Satisfy MFIPPA/PHIPA
• Information Technology Teams
• 3rd party law firm

• Pro bono
• Neutral

• Resources of Network 15



Documents DRIVE system collaboration and sharing
• Public Documents (eg. council reports)
• Contracts (Implementation consultant, Information Technology Services, Hosting)
• Inter-Organization Information Sharing Agreement - community-level agreement
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Lesson #9: Documents, Documents, Documents!



Documents DRIVE system collaboration and sharing

• Public Documents (eg. council reports)

• Contracts (Implementation consultant, Information Technology Services, Hosting)

• Inter-Organization Information Sharing Agreement - community-level agreement

• Data Provision Agreement with HIFIS

• Hosting Agreement - contract - responsibilities, security, technical support, 
hosting.

• Terms of Reference for Leadership Working Group

• Terms of Reference for HIFIS Specialists

• Administration guide for HIFIS Specialists and City staff working on HIFIS

• HIFIS Shared Consent

• Policy, Procedure, Job Aids

• Data Sharing Report

• Training Manual - source reference document 

• HIFIS Confidentiality & User Agreement 17

Lesson #9: Documents, Documents, Documents!
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Lesson #10: The Technical Support Gap

• Limited HIFIS technical support hours

• Need for 24/7 support

• Solution: two-fold
• Create a 24/7 support system

• Agreement with City of London ITS
• Issue Escalation process 

• Troubleshooting Checklist
• Downtime procedure forms
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Lesson #11: From Project to Program

• Implementation as a Project
• With Project Management 

Practices

• Becomes a program
• With Program Management 

practices

• Requires different skill-sets, 
different partners

• Change Management & 
Relationship-building
• Reactive to proactive

• Celebrate!
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Lesson #12: Moving Ahead – Maintaining the 
Integrity of the Relationships

• Continue to plan as you look ahead: 
Maturing a system

• Change Management

• Integrity of Network first, integrity of 
standard 2nd, integrity of data 3rd

• From sharing to support siloed services, to 
collaboration
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Results tell our story.
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Jonathan Rivard, HIFIS Community Coordinator: jrivard@London.ca
Jan Richardson, Manager, Homeless Prevention: jrichardson@London.ca

We are solving homelessness together.

mailto:jrivard@London.ca
mailto:jrichardson@London.ca

