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Training Objectives

• Elevate Problem-Solving as a system-wide intervention 

• Review role of effective problem solving as a client 
centered approach

• Dive into the six steps of an effective problem solving 
“conversation”

• Identify how to put the six steps into practice

• Understand the breadth of Community Connections

• Understand the Continuous Practice of Diversion/Problem 
Solving

• Practice, Practice, Practice



Recap of Yesterday

Diversion is a strategy that helps people identify and access alternatives to 
homelessness and resolve their immediate housing crisis. 

Problem-solving is a person-centered, short-term housing intervention that 
seeks to assist households in maintaining their current housing or identifying 
an immediate and safe housing alternative within their own social network.

Implementing diversion across the 
system:

Reduces inflow into the system

Improves system performance outcomes 

Targets more intensive homelessness interventions 
and resource for those with higher needs

The four “C’s” of diversion are Community-wide buy-in, Problem-Solving 
Conversations, Connections and Continuous Practice.



Integrating Coordinated Entry & Shelter Entry

Diversion Is/Isn’t

• Diversion is NOT a separate 

“program” but rather part of the 

entire system

• Diversion is problem solving 

and solution focused

• Diversion should always be 

safe and appropriate for the 

client

Diversion Requires

• Coordinated entry process and 
shelter front door

• Resourceful staff trained in:

• Mediation, conflict resolution

• Strength based assessment

• Problem solving

• Respect for client choice and 

• Recognition of safety

• Linkages to mainstream 
services and natural supports

• Flexible funds 



Day One Take-Aways

• “Aha!” moments?

• Concerns?

• Questions?

• New ideas?



DIVERSION STRATEGIES
Fundamentals of Effective Diversion Practice



Four Fundamentals of Diversion



Effective Diversion Practice: 

Four Fundamentals “Cs”

Community-Wide Buy In

Problem-Solving Conversation

Creating Connections

Continuous Practice



Community-Wide Buy In

The Collective Impact Approach:

1. Common Agenda

2. Shared Measurement System

3. Mutually Reinforcing Activities

4. Continuous Communication

5. Backbone Support Organization 

Source: Collaboration for Impact

Messaging



Community-Wide Buy In

Common Agenda:

• Identify key stakeholders

• Vision/Message:

• “Assisting people who have an immediate housing crisis and are 
now seeking emergency shelter or facing unsheltered 
homelessness by helping them identify and access safe 
alternative options.” 

• People seeking shelter can find alternative outside of the 
homeless system



Community-Wide Buy In: 

Creating a Message

Messaging in Action:

• The Need

• Homeless population continues to grow, despite resources being poured into shelter

• The Audience

• Elected officials, homeless providers, local media, community residents 

• Headline

• “Community flexes political will to redirect spending and capacity to strategies that will divert 
households from the trauma of homelessness”

• Fact

• In one West Coast city, as part of a diversion strategies pilot, 229 of 371 families were diverted from 
a homeless shelter.

• Anecdote

• “Jane and her family woke up, safe, in her sister’s home not worrying where they would sleep the 
next day. The kids could eat breakfast at home before going to school.”



Community-Wide Buy In

Shared Measures: 

• Decrease number of first time homeless

• Decrease number of people on shelter waiting lists

• Decrease the number of people entering 
shelter/homelessness



Community-Wide Buy In

Mutually Reinforcing Activities:

• Promote and support “front door” diversion strategies 
(i.e., coordinated entry and/or shelter)

• Alignment and adoption of shared measures by 
system/funders

• Problem-Solving Conversation

• Creating Connections

• Continuous practice

• Ongoing data analysis, evaluation and modification



Community-Wide Buy In

Continuous Communication:
• Coordinated Intake and Governance meetings

• Meetings/opportunities with funders

• State-wide and/or CoC conferences and training opportunities

• Others?



Group Activity: Creating a Message

Discuss these questions

1. Why implement a system-wide diversion strategy

2. What goals are you trying to achieve?

3. How will you measure success?

4. How will you frame the messaging…

• Who are you trying to reach? DO NOT CHOOSE CONSUMERS

• What are the key stats and narratives that would build your case?

• What communications tool do you think you could use to convey 
those messages?

5. Turn your message into an elevator pitch



Effective Diversion Practice: 

Four Fundamentals “Cs”

Community-Wide Buy In

Problem-Solving Conversation

Creating Connections

Continuous Practice



Activity: Your Thoughts on Problem-Solving

On an index card:

1. What do you think of when you hear the words problem-
solving?

2. What is one concern or question you have about 
problem-solving?



Problem-Solving…

…is a strengths-based approach that utilizes 
conversation, creativity, and empowerment 
methods to help resolve the household’s 
housing crisis, or quickly connect them to 
existing emergency or crisis housing 
services, by working alongside them in an 
empowering manner.



Effective Problem-Solving

Requires practitioners to: 

Understand

Explore

Pursue



Effective Problem-Solving

Understand. 

Understand what 
precipitated individuals’ and 
families’ housing crisis and 
their own plan to avoid or 
exit homelessness.



Effective Problem-Solving

Explore. 

Explore immediate, short-
and long-term housing 
options with individuals and 
families, including within 
their own family or social 
networks, that may offer 
safe alternatives to entering 
or remaining homeless. 



Effective Problem-Solving

Pursue. 

Pursue safe, alternative 
housing options and supports 
in partnership with individuals 
and families experiencing an 
immediate housing crisis by 
providing them help to:

• Connect/reconnect with family/friends

• Resolve disputes

• Connect to services

• Access financial assistance



Effective Problem-Solving

Requires: 
Trained staff

Effective partnerships

Expanded financial 
assistance

Use of data to improve 
performance



Effective Problem-Solving

Staff trained in problem-solving.

• Staff trained in problem-solving are readily accessible at 
coordinated entry and shelter entry points to try and divert 
homeless episodes whenever safely possible. 

• Outreach and shelter staff are also trained in problem-
solving to help families and individuals quickly reconnect 
to housing and access needed supports. 



Effective Problem-Solving

Effective partnerships. 

• Homelessness services leaders effectively promote 
coordination across homelessness services programs 
and with mainstream and community-based social service 
organizations so staff providing diversion and rapid exit 
services can offer warm hand-offs to needed services for 
the individuals and families they assist. 



Effective Problem-Solving

Expanded financial assistance. 

• Homeless response systems are building capacity and 
increasing resources to offer short-term financial 
assistance to stabilize more households experiencing 
housing crises. 



PROBLEM-SOLVING: A CLIENT 
CENTERED APPROACH
Partnering with People to Maximize their Resiliency



Share: Your Thoughts on Resiliency

1. What does resiliency mean to you?



Maximizing Resiliency

Resilience is not a trait that people 
either have or do not have. It involves 
behaviors, thoughts and actions that 
can be learned and developed in 
anyone.

American Psychological Association



Maximizing Resiliency

To maximize resilience, you must:

• Believe people can quickly recover from adversity

• Believe people have elasticity and can bounce back

• Believe people can navigate to resources and negotiate 
engagement with resources



Maximizing Resiliency

Factors Influencing Resilience:

• Relationship Factors - who do they know, how strong is 
the relationship, what resources do the relationships bring 
to the table?



Maximizing Resiliency

Factors Influencing Resilience:

• Community Factors- association and connectivity to 
others with shared beliefs and experiences, what 
resources that community has to bring to the table, beliefs 
and practices of the community regarding helping others 
of that community

Discussion- What are the “community 

factors” that you may leverage in a 

diversion situation?



Maximizing Resiliency

How can you reframe the crisis:

• Dissect the crisis into smaller, manageable pieces

• Try to get the person or family to see beyond the present 
moment

• Normalize that crises are a part of life

• Establish a clear goal to resolve the crisis and a plan of 
action to move forward



Maximizing Resiliency

What Resiliency Look Like:

• Understanding and valuing the meaning of resiliency

• Taking a problem-solving approach to difficulty

• Keeping a sense of perspective when things go wrong

• Being flexible and willing to adapt to change and to learn

• Greeting new situations, new people, new demands with 
a positive attitude



Maximizing Resiliency

Build Resiliency

• Make a connection

• Establish clear goals

• Take decisive action

• Keep things in perspective

• Foster a hopeful attitude





Effective Diversion Practice: 

Four Fundamentals “Cs”

Community-Wide Buy In

Problem-Solving Conversation

Creating Connections

Continuous Practice



Problem-Solving Conversation

Shifting from:

FROM TO

Assessment and eligibility Problem-solving conversation focused 

on understanding a household’s 

strengths and needs

Intake or waitlist Solutions to avoid/reduce 

homelessness

“Are you willing to enter shelter?” “What can we do to help you find a 

safe place other than shelter?”

Determining what programs a 

household is eligible for

Problem-solving conversation focused 

on resolving the crisis

Security Deposit program Creative housing solutions



Problem-Solving Conversation

Your role is to:
• Be Solutions focused

• Be Objective

• Maintain confidentiality 

• Willing to explore alternatives

• Ensure integrity of the process

• Impartial to all parties that may influence the current situation 
(unless legal duty to report)

• Maintain professional boundaries

• Embrace self-determination

• Be honest



Problem-Solving Conversation: Step 1

• Don’t go into the conversation with a predetermined outcome = Failure. 

• Establish a clear agenda – what is in/out of scope

• Clarify that the purpose of the conversation is to find a solution. This should 

be the same everywhere.

• Accept responsibility for trying to solve the problem, but do not over-promise 

or be dismissive from the start.



Problem-Solving Conversation: Step 2

• Active Listening requires time to listen to their story

• Lean into uncomfortable silences

• Affirm insights or moments of self-awareness

• Provide useful summaries of the conversation



Problem-Solving Conversation: Step 2



Problem-Solving Conversation: Step 2

Active Listening

• Use Open Ended Questions

• Use coping questions and statements

• Use scaling questions

• Ensure questions are present or future oriented, not past oriented

• Ask the miracle question



Problem-Solving Conversation: Step 2

• What keeps you going under such difficult circumstances?

• How do you manage to deal with such difficult situations each day?

• What helps you to keep going even though things are really hard?

How can you explain to yourself how you have been able to do so 

well while the circumstances are so hard?



Problem-Solving Conversation: Step 2

Helpful Hints

• Who is your emergency contact?

• What did your last permanent housing 
situation look like?

• Where do you shower?

• Where do you store your things?

• Who watches your kids when you need a 
sitter?

• In the past, has anyone watched your pet 
while you were away?

• Who do you typically confide in when you 
have something you want to talk about?

• Who do you spend time with on the 
weekends? 

• How do you get around daily? Does anyone 
give you a ride?

What other open-

ended questions 

can you ask?



Problem-Solving Conversation: Step 3

• Focus on a person’s

• Strengths and resources

• Autonomy; and 

• Ability to choose and create solutions

• Capabilities

• Validate what the person has accomplished



Problem-Solving Conversation: Step 3

• Emphasize their survival techniques

• Listen for how the person perceives their self-worth

• Listen for the downward spiral



Activity: Identify the strengths

A female comes in/calls asking for help. She stated that she was having 
problems with being on the streets. She stated that she stayed at 
various shelters for the LBGTQ community and was in process of 
transitioning to female. She asked you if there were places that were 
friendly to her gender identity and stated that she has been turned 
down repeatedly from shelters due to her gender identity. She 
disclosed that her mother was religious and had asked her to leave the 
home at the age of 16. She stated that she was jumping shelters 
constantly and attempted to hold employment while doing so. She lost 
her job a year ago and aged out of the TAY shelters. She expressed 
she was feeling discriminated upon due to her choices. She reported 
that she has been working as an escort to make money for motels and 
feels like she is being self-destructive. She said at 27 years 
old she tries to stay away from drugs, however, sometimes wishes she 
didn’t exist. She continues to report that she feels like she has been 
homeless too long and is discouraged with service providers due to not 
receiving help when she was in the TAY shelter.



Problem-Solving Conversation: Step 3

Strengths & Supports Exploration



Problem-Solving Conversation: Step 4

• List and discuss possible options

• Reality Test the options

• Keep person on track 

• Help set attainable goals

• Requires empathy, support, and a directive approach



Problem-Solving Conversation: Step 4

Reality Test Options

“I’m on SSI receiving 

$800 a month and 

would like my own 

one-bedroom 

apartment.”

I’m working at Rite 

Aid part-time and 

want to live in center

city Raleigh. I’m 

thinking of going 

back to school.



Problem-Solving Conversation: Step 4

Reality Test to Empower – help person reframe away from:

• Overgeneralizations

• Assumptions of negative occurrences

• Comparison 

• Belittling of one's achievements

• Blame or attributing one's failures to others



Problem-Solving Conversation: Step 4

Reality Test to Empower – help person to have control:

• Believe in the person you’re speaking with 

• Identify appropriate and attainable goals

• Encourage relationships with social support networks

• Connect to resources

• Increase self-autonomy/independence and self-confidence



Activity: Let’s Try It

• Listen to the scenario

• Questions:

 How would you explore the reason he was stranded? What 
stood out to you in the conversation?

 Where would he go if he was not stranded? Where is his 
family located?

 In what way can he be served?

 What are the options and disadvantages for this person?

 What’s your solution? Explain.

At your table, discuss how you would have a problem-
solving conversation in this situation.





Problem-Solving Conversation: Step 5

• Summarize conversation to this point. Are you on the same page?

• Time to connect household with supports 

• Begin reaching out to supports



Activity: How Do You Mediate

• What is your understanding of mediation?

• Have you ever negotiated or mediated a crisis 
before? Please share your experience.

• Have you had positive outcomes?

• Have you known people who have been 
successful? 



Problem-Solving Conversation: Step 5

Principles of Mediation
• Self-determination

• Impartial

• Competence

• Confidentiality

• Quality

Mediation
• Establish a neutral environment 

• Discuss the situation

• Gather information and roles involved

• Know the purpose of the mediation

• Collaborate to come to a mutual 

compromise



Problem-Solving Conversation: Mediation

Mediation

• Don’t enter an argument of who is right and wrong.

• Focus on common ground.

• Make sure both sides - facts and emotions - are understood and 

validated.

• Steer the conversation towards “what is next?” more than “what 

happened?”

• The person/family is not the problem. The problem is the problem

• Respect emotional toll

• Inspire the strategic partner to help identify solutions

• If there are win-win situations that emerge, leverage them



Problem-Solving Conversation: Step 5

Successful Problem-Solving

• It is essential to define what a successful outcome looks like.

• Any time a household is able to avoid or reduce an experience of 

homelessness, this is considered a success. 

• That means that housing with family or friends—even if only temporarily — is 

considered a success.



Problem-Solving Conversation: Step 5

Moving in with friends or family for longer-term period

Return to their own residence

Temporarily stay with friends or family as they seek new housing

Relocating permanently to a safe place out of town.

Move to their Own Residence



Problem-Solving Conversation: Step 5

From your 
perspective, tell 
the story of what 

happened.

What were you 
thinking at the 

time?

What have you 
thought about 

since?

Who has been 
affected by what 
you have done?

What do you 
think you need 
to do to make 
things right?

What did you 
think when you 
realized what 

had happened?

What impact has 
the incident had 

on you and 
others?

What has been 
the hardest thing 

for you?

What do you 
think needs to 

happen to make 
things right?



Problem-Solving Conversation: Step 6

• Summarize what was discussed and record action items/who’s responsible

• Review and provide a written summary

• Obtain contact information -phone/back-up phone #s; email, Facebook, 

emergency contact, etc.

• Schedule a time to follow-up



Activity: Creating a Message

What message can we give people who seek homeless 
services about the problem-solving approach and diversion 
in particular?

• Consider all that’s involved in a problem solving 
conversation

• Consider the purpose of a system wide solving approach 
and its impact

• Turn your message into an elevator pitch



Effective Diversion Practice: 

Four Fundamentals “Cs”

Community-Wide Buy In

Problem-Solving Conversation

Creating Connections

Continuous Practice



Creating Connections



Creating Connections

Tips for Creating Connections

• Remember mediation/negotiation skills from earlier 

• Your role must be perceived as adding value and not as 
someone just monitoring the person in attempting to 
receive assistance

• You, the person seeking assistance, and the strategic 
partner all speak with one another, from the beginning of 
each connection. Determine who will take the lead

• Important: You are modeling mediation/negotiation skills 
to the person so they may use them in the
future when needed.



Creating Connections: The Warm Handoff

1. Identify Connections

2. Make the Connection

3. Explain Connection Purpose

4. Share the Background

5. Identify Necessary 
Documents & Resources

6. Summarize the Connection

7. Schedule Follow-Up



Activity: Identifying Critical Partners

• Small Group Brainstorm of Critical Partners – Who do we 
know? Who don’t we know?

• Include:

• Organization/Agency

• Reason for partnership

• Available resources

• Contact Person (Who knows who over there?)

• Large Group Debrief

• Action Item: Person(s) to take all the information, develop 
user friendly resources to access information, and plan to 
distribute it and keep it updated 





PUTTING WHAT WE’VE LEARNED INTO 
PRACTICE

ROLE PLAYING



Activity: Problem-Solving Conversation 

Role Play

Why Role Play?

• Allows you to apply knowledge and skills in situations that 
simulate what you will encounter in real life

• Able to transfer what your learning to improving 
performance by:

• Practicing in a safe, non-threatening environment where it’s ok to 
make mistakes

• Work in small groups and observe facilitators demonstrate 
task/skill

• Receive targeted feedback and support after each role play; this 
achieves a higher level of proficiency and attains performance 
expectations

Source: fhi360, Stakeholder Engagement Toolkit for HIV Prevention Trials



Reflection

• How do I message diversion/problem solving when in the 
initial contact?

• How will I use the elements of problem solving in a 
conversation?

• Client resiliency

• Active Listening

• Mediation 

• Solutions

• What connections and warm handoffs can I offer? What 
will that look lik? 



Activity: Problem-Solving Conversation 

Role Play

Self Assessment + Participant Perspective = Objective 
Feedback:

• What did the diversion staff person and the person 
seeking shelter do in this situation that was most 
effective?

• What might the diversion staff person and the person 
seeking shelter consider doing differently?

• Did the diversion staff person follow the steps and meet 
the standards for items included on the Role Play 
Observation Checklist?

Adapted from fhi360, Stakeholder Engagement Toolkit for HIV Prevention Trials



Activity: Problem-Solving Conversation 

Role Play

• Decide in your group who will play the two characters 
and who will observe

• Read the background materials:

• General instructions for each role

• Scenario instructions for your character

• Guidelines for giving and receiving feedback

• Conduct the role play

• Give each other feedback

• Debrief with large group
Source: fhi360, Stakeholder Engagement Toolkit for HIV Prevention Trials



Activity: Problem-Solving Conversation 

Role Play

While playing the 

role of the 

diversion staff 

person…

While playing the 

role of Jillian, 

Jane, or Jean…

While playing the 

role of observer…



AND THE 4TH “C”
CONTINUOUS PRACTICE



Effective Diversion Practice: 

Four Fundamentals “Cs”

Community-Wide Buy In

Problem-Solving Conversation

Creating Connections

Continuous Practice



Continuous Practice

Ongoing Diversion Strategies

• Problem solving conversation may need to 
happen more than once, twice, etc. 

• Diversion Strategies are NOT a “one time 
service”

• Use a progressive engagement 
approach and consider:

• Increased engagement of problem solving 
conversation and connection to supports

• Determine how to access deeper housing 
resources and assist with access



Continuous Practice

• Enter each problem solving conversation as if it’s the first 

• Realize you are better equipped and have more context 
for this subsequent conversation

• For example: “Staying with Mom these last few times doesn’t 
seem to be working out. Would you like to explore other options?”

• Implement the same strategies with new context

• Remember, you ARE doing something right. This person 
has not entered shelter!

• If the household needs more financial assistance, have a 
supervisor be the decision maker



Continuous Practice

Consider:
• Increase the time spent conducting the problem solving 

conversation

• Offer mediation or conflict resolution – in person -
between family/friends (if willing)

• Increase level of financial assistance

• Deepen warm handoff to referrals/services - advocate 
more aggressively, or accompany them to secure a 
resource

• Provide housing counseling/navigation to identify and 
assist individual in accessing them 



Continuous Practice

• When to know when shelter is 
appropriate:

• Explore, with open-ended questions, 
whether the person believes they have 
exhausted all their options

• Listen for: when trying to identify a safe 
and appropriate option is causing 
stress, trauma, and conflict within the 
person’s life

• Remember, having choices is 
empowering and the choice best for 
someone may be shelter



DIVERSION STRATEGIES
Tips To Take Away



Remember….

Diversion Is/Isn’t

• Diversion is NOT a separate 

“program” but rather part of 

the entire system

• Diversion is problem 

solving and solution 

focused

• Diversion should always be 

safe and appropriate for the 

client

Diversion Requires

• Resourceful staff trained 
in:

• Mediation, conflict resolution

• Strength based assessment

• Problem solving

• Respect for client choice and 

• Recognition of safety

• Linkages to mainstream 
services and natural 
supports

• Flexible funds 



Professional Development & Ongoing 

Training for Staff:

• Housing First

• Harm Reduction

• Racial Equity & 
Homelessness

• Cultural Competencies

• Conflict Resolution

• Problem-Solving

• Mediation

• Negotiation

• Communication Skills

• Military Cultural 
Competency

• Military Trauma 
Informed Care 

• Safe Talk/Suicide 
Prevention

• Self Care



AHA Moments

• What would you like to see happen next in adopting 
diversion/problem solving practice across the CoC

• What is one thing you will do in the next week based on 
what you learned today

Any Questions?????



Anything We Missed?

Kay Moshier McDivitt

Senior Technical Assistance Specialist, Center 

for Capacity Building

202-550-5859 (Mobile)

kmoshiermcdivitt@naeh.org

mailto:kmoshiermcdivitt@naeh.iorg
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