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SUBJECT: Shelter System Dashboard: Strategic Reporting Launch and Public
Dashboard Development

BACKGROUND

In June 2024 " and through two actions in December 2025 23, the City Council directed
staff to strengthen performance reporting for the City’s shelter system. The direction
called for clearer contractual outcomes and performance measures, development of a
“real-time dashboard*,” and expanded reporting on resident demographics, length of
stay, housing outcomes, complaints, and other measures to evaluate program
performance.

In response, the Housing Department (Housing) developed the Shelter System
Dashboard (Dashboard) as a strategic reporting tool for the administration and elected
officials. The Dashboard is intended to provide a regularly refreshed and more
transparent view of the City’s shelter programs, services, and outcomes while
supporting the City’s data-driven approach to decision-making. The Dashboard will roll
out in August 2026, allowing Housing to provide tailored presentations and reporting

'Actions Related to Grant Agreements for Multiple Programs Serving Households Experiencing
Homelessness for Fiscal Year 2023-2024:
https://sanjoseca.primegov.com/viewer/preview?id=0&type=8&uid=b13e3d54-c2ff-4d38-9e2a-
a6a9e5420e23

2Actions Related to Grant Agreements for Multiple Emergency Interim Housing Program Sites:
https://sanjose.legistar.com/View.ashx?M=F&ID=15029142&GUID=BE8A7892-43A8-4095-B0OC7-
67E79D6D101

3 Actions Related to Grant Agreements for Multiple Emergency Interim Housing

Program Sites: https://sanjose.legistar.com/View.ashx?M=F&ID=15031880&GUID=E5531F0C-6EA1-
4C9C-B124-685CB4562DA5

4 Although the City Council direction referenced a “real-time dashboard,” the Shelter System Dashboard
will be updated monthly rather than in real time to allow for data validation and quality assurance and to
ensure a higher degree of accuracy and consistency.
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based on the information most relevant to those audiences. A public-facing version is in
development, with a target launch in fall 2026.

This memorandum documents the completion of the initial strategic reporting phase and
identifies the remaining work to complete the public-facing component of the City
Council directions.

ANALYSIS

Development and Purpose of the Shelter System Dashboard

The Dashboard consolidates key shelter system information into a single executive
reporting tool. It provides a clearer and more consistent view of performance across the
City’s shelter system while reducing reliance on separate spreadsheets, one-time
reports, and manually assembled responses. The City Council direction identified the
need for reporting that helps the administration and elected officials understand system
operations, evaluate City investments, identify trends and areas for improvement, and
respond to questions from constituents and other stakeholders.

The Dashboard also supports the Citywide Data Strategy®, which establishes a
framework for improving how City data is collected, maintained, analyzed, shared, and
used. The strategy identifies four complementary data-use layers:

1. Tactical tools that support day-to-day operations;

2. An analysis and insights layer that combines data from multiple sources,
examines trends and drivers, and translates operational data into decision-ready
intelligence;

3. Strategic reporting for elected officials and executives; and

4. Public reporting that communicates key services and outcomes in clear,
accessible language.

Consistent with that framework, the executive Dashboard presents selected measures
in a format to support policy discussions, resource allocation, progress monitoring, and
general communication about the City’s shelter system. It does not replace underlying
operational systems, official federal reports, audited financial information, contract
monitoring, or case-level records used to administer programs.

Development of the executive Dashboard completes the initial strategic reporting phase
requested by the City Council. The public-facing version will complete the remaining
component of the City Council direction.

5 Citywide Data Strategy: sanjoseca.gov/home/showpublisheddocument/122594



https://www.sanjoseca.gov/home/showpublisheddocument/122594
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Reporting Measures

The June 2024 and December 2025 City Council memoranda requested a broad range
of information about the City’s shelter system. The Dashboard prioritizes the most
current, relevant, and useful measures available for strategic reporting. Key measures
include:

» Total number of people housed;

* Total program exits;

+ Exit outcomes and destinations, including permanent and interim housing, family
reunification, hospitalization, incarceration, unsheltered homelessness, and other
destinations;

» Exits without notice and participant deaths;

« Unit and bed utilization rates;

» Average and median length of stay; and

+ Participant demographic information.

Because the City operates different shelter models, the Dashboard distinguishes
movement within the shelter system from exits to permanent housing. For example, a
participant may move from a motel or safe parking site into interim housing before
ultimately transitioning to permanent housing.

The Dashboard does not currently include every measure identified in the City Council
memoranda. The two requested measures not currently included are:

+ “Percentage of individuals or households who successfully exited and remained
housed (or sheltered) after 18 months;” and

« “State-mandated data regarding number of complaints from occupants, along
with resolution or correction.”

The first measure requires longitudinal, participant-level tracking after an individual exits
the City’s shelter system. Much of the post-exit information is maintained by the County
of Santa Clara, and the City’s current systems do not consistently support linking that
information back to an individual participant over an 18-month period. As a result, this
measure cannot currently be reported reliably. Housing has begun preliminary
discussions with its partners about opportunities to improve longitudinal tracking.

For the second measure, Housing is developing the data collection infrastructure
needed to consistently track occupant complaints and their resolution or correction. As
this work progresses, staff will assess whether the Dashboard or another reporting tool
is the most appropriate place to present this information.
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Data Development and Reporting Considerations

Some measures requested by the City Council are not part of standard state and
federal homelessness reporting frameworks and are not consistently maintained in a
single City system. Relevant information is maintained across the Homeless
Management Information System, contract and program reports, and other operational
data systems. Developing the Dashboard required Housing to identify and combine data
from multiple sources, interpret locally requested measures, reconcile differences in
definitions, and establish a more consistent reporting structure so the information could
be presented accurately and clearly.

Prior homelessness dashboards and visualizations relied heavily on definitions
established by the U.S. Department of Housing and Urban Development because the
Homeless Management Information System and associated federal reporting
requirements are structured around those standards. Much of the data on participation
used in the Dashboard continues to be sourced from the Homeless Management
Information System because service providers are required to enter case management
information into the system. However, Housing has developed and documented local
methodologies to translate technical reporting categories, particularly those related to
program exits and destinations, into clearer language in the Dashboard.

Beyond creating a visual product, Housing developed a structured reporting framework
for information previously collected in different ways across sites, operators, contracts,
and data systems. This framework establishes a stronger foundation for data validation,
performance management, and consistent reporting across the shelter system.

Housing will continue to refine reporting definitions, validate information across source
systems, standardize data collection where appropriate, and document the
methodologies used to produce each measure, and develop additional data
infrastructure to strengthen future reporting.

This work is particularly important when reporting depends on external systems, post-
exit follow-up, sensitive client information, or practices that vary among operators.
Information presented publicly may therefore differ from internal reporting or be shown
at a more aggregated level. Housing will apply appropriate aggregation, de-
identification, masking, and data suppression practices to protect client information and
ensure the public-facing version is appropriate for public release.

Rollout
Housing will roll out the executive Dashboard for the shelter system in August 2026 and

will explain its measures and reporting definitions, demonstrate its functionality, and
clarify known data limitations. Because data points may have different reporting periods,
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source systems, definitions, and limitations, explanatory notes will provide context and
help prevent inaccurate comparisons.

During the rollout, staff will gather feedback on usability, presentation, explanatory
language, and the information most useful for strategic decision-making and constituent
response.

Housing is developing a more robust public-facing version of the Shelter System
Dashboard, with a target launch in fall 2026, building on the existing public-facing
occupancy dashboard. The public version will use the same reporting framework but will
be designed for residents and the broader community. It will provide accessible
information on shelter sites, utilization, participant demographics, length of stay, and
program exits while translating technical reporting categories into plain language.

Measures included in the public-facing dashboard will be selected and presented based
on data quality, privacy, security, accessibility, and the context needed for accurate
interpretation. Housing will also ensure that sensitive participant information is
appropriately aggregated, de-identified, masked, or suppressed before publication.

The public-facing dashboard is intended to improve transparency about the City’s
shelter system and help residents understand key activities and outcomes. It will also
show how City data tools can support accountability, communicate progress, and
improve public understanding of complex service systems.

COORDINATION

This memorandum was coordinated with the City Attorney’s Office.

/sl
Erik L. Solivan
Director, Housing Department

For questions, please contact Jiri Rutner, Division Manager, Data Operations and
Project Support, Housing Department, at Jiri.Rutner@sanjoseca.gov.
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