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Veterans Health Administration

Safe Harbor Guardianship Pilot Program
Integrated Project Team (IPT) Kick-Off

September 30, 2025

".'J..' lf..S:[)vpm'mu-nl
QY of Veterans Affairs
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Choose\/A VA

U.S. Department

ol Veterans Affairs

Draft Pre-Decisional — VA Internal Use Only

Agenda

Opening Remarks

Dr. Tom O'Toole, Acting Deputy Under Secretary for Health

O\rerviewHo:rE;oriect vafo Dr. Jillian Weber, Homeless PACT National Program Manager, HPO
Project Approach, Roles, and ' ' i ice of Healthcare Transformation
Responsibilities Ms. Monica Cummins, Project Manager, Office of He

Mr. Bryan Thompson, Deputy Chief Counsel, Health Care Law Group, Office of the
General Counsel
Workstream Review Dr. Jillian Weber, Homeless PACT National Program Manager, HPO
Dr. Amanda Midboe, Health Science Specialist, Bridge QUERI

Next Steps Ms. Monica Cummins, Project Manager, Offi

ce of Healthcare Transformation
Closing

Dr. Michael Charness, Chief of Staff, VA Boston Healthcare System

U.S. Department
o Veterans Affairs



Y US. Department
"D ol Veterans Allairs
%9 Choose /A

Project Safe Harbor Guardlanshlp IPT

Office of the Deputy Under Secretary for

Thomas O'Toole, MD, Acting Deputy Under Secretary for Health Executive Sponsor
EIsaith e DI Co-Lead
Ofﬁce of Mental Health Tamara Campbell MD, Executive Director
' Homeless Programs Office Monica Diaz, MBA, Executive Director CO':_-ea_d
' Homeless Programs Office Jillian Weber, PhD, RN, Homeless PACT National Program Manager Co-lead _ _
VA Boston Healthcare System Michael Charness, MD, Chief of Staff - g Co-Lead/ Site Lead
' Jay Cohen, PhD, Senior Consultant and Deputy Director, Continuum of Care ember
D eTattionith General Mental Health " :
 Office of Mental Health _Gayle Iwamasa, PhD, National Director, Inpatient Mental Health Services Member
Office of Nursing g;vz:l::mpton DNP, RN, PMHCNS-BC, Associate Director for Patient Care Momber
i , Lori M. Paris, LCSW, BCD, LCAC, National Program Coordinator, Medical
.Geﬁﬁ; = Exter_\ded Care__ Foster Home and Community Residential Care AR MR TTY sbions
Geriatrics and Extended Care Alexandra Caley, MN, RN-BC, PHCNS-BC, Chief, Community Living Centers Member
_Geriatrics and Extended Care Courtney Huhn, MD, Physician Consultant, Facility Based Care (FBC) Member
Care Management and Social ‘Work Jennifer Koget, LCSW National Director — Social Work ~ Member
'Care Management and Soctal Work Jennifer Silva, LCSW-S, National Program Manager Member
Office of General Counsel - Bryan Thompson, JD, Deputy Chief Counsel, Health Care Law Group _ Member
Office of General Counsel Marilyn Fuller, JD, General Attorney, Health Care Law Group O _Member
VA Quahty Enhancement Research Initiative Amanda Midboe, PhD, Health Science Specialist Member
'National Center for Ethics Toby Schonfeld, PhD, Executive Director Member
National Center for Ethics Cynthia Geppert, MD, PhD, Director of Education Member
Office of Healthcare Transformation Team:

M.
Kalpa Subbu (Portfolio Manager), Monica Cumming (Project Lead), Alden Borromeo, Jeff Duncan, Melissa Heinlein Storti, Maria Lissiano, Sehar
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Project Safe Harbor Guardianship IPT - Site Leadership

VA Boston Healthcare System / VISN 1

VA South Texas HCS (San Antonio) / VISN 17
Michael Charness, MD, Chief of Staff (Site Lead)

Eleanor Milo, DNP, RN, CENP, NEA-BC, ADPCS/Nurse Executive
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Safe Harbor Guardianship Pilot Program Placemat
Overview of Key Afttributes

r~ Bottom Line Up Front ——

What Is Project Safe Harbor?

How Is VA implementing Project Safe Harbor?
* The two-year pilot will initiate in October 2025 with five sites, employing a
Veterans at risk or experiencing homelessness who lack capacity to make mglun’ty scalle_ that progressively expands the Veteran target population.
appropriate medical and social decisions for themselves are at high risk for With the anticipated high impact to better serving unsheltered Veterans
inj ' i i experiencing homelessness, the pilot will identify challenges and enablers
preventable harm, injury, or death. This population often experiences prolonged o will nfotm the possibikyor a national ral et
inpatient stays at high-cost levels of care and cycle between homelessness and to success and wi P Y ”
emergency services. * Proposed Pilot Sites: ”
. S)/VISN 1
To address this gap, the Department of Veterans Affairs (VA) will implement the VA Boston Healthcare System {_HC )
i in D “Drai . : » James A. Haley Veterans Hospital (Tampa) / VISN 8
Safe Harbor Guardianship Pilot Program (‘Project Safe Harbor"), designed to Hines VAMC (Chicago) / VISN 12
implement a sustainable, Veteran-centered, outreach-based guardianship model, b (Chicag ;
consistent with state laws and that honors principles of ethics and patient autonomy " VA Soth Texas HCS (San Antonio) / VISN 17
' VA Greater Los Angeles HCS / VISN 22

.

-

Project Safe Harbor Benefits

—— Key Elements and Evaluation Plan

* Project Safe Harbor is a high-priority Veterans Health * Each site will establish a guardianship model for sheltered and unsheltered Veterans
Administration (VHA) pilot program aligned Executive Order experiencing homelessness, which includes legal services, referral and care processes,
(EQ) dated July 24, 2025, Ending Crime and Disorder on allocation of staffing, and an ethics oversight committee. Sites will progressively expand the
America's Streets and designed to provide seamless, Population served. This approach allows for sites to start seeing Veterans through the
respectful, and safe care for this vuinerable Veteran population.

* The program will result in improved Veteran quality of life and
Veteran experience of VA

guardianship model as soon as possible, while concurrently refining outreach, referral, and
assessment processes.

services, reduced unsheltered :

homelessness, reduced trauma

The evaluation of Project Safe Harbor pilot follow a staged, pragmatic approach. The
, reduced exposure-related Evaluation Plan will refine an initial set of measures and establish data definitions and
morbidity & mortality, and providing the right care, in the right guidance for collecting baseline data. This approach will allow for standard application of
place, at the right time to Veterans in this high-risk population. measures to sites that have varying current states. The Evaluation Plan will provide key
insights for potent

ial national measures if a national roli-out were determined to be appropriate
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Outreach and
Referral to
Program

Referral Sources: Broad range of outreach
and referral sources may include: Street
outreach, Homeless Programs, Inpatient and
Outpatient Mental Health Programs,
Residential Care, Inpatient Medical,
Emergency Department, Community Living
Centers (CLC), Non-VA sources, Self-referral,
family referral.
Referral Process: Interdisciplinary centralized
screening and care management focused on
maintaining safety

Target Populations

—

High-Level Guardianship Model

Assessment

v -
v -
v -
W -

Assessment for
Clinical / Legal
Indication

Clinical / Legal Indication: Veterans are in
the appropriate level of care and care setting,
following statutory and regulatory
requirements. Requires collaboration between
Licensed Independent Practitioner (LIP) and
site guardianship program team.
Guardianship Steering Committee:
Committee is responsible for the oversight of
the guardianship program and adherence to
ethical responsibilities; includes Veteran and
peer stakeholders.

—> A —

Intervention

17 A\

Appropriate
Care Sites

Legal
Adjudication

Legal Adjudication: Refers to having access
to legal services for determining capacity” and
guardianship needs consistent with state and
federal guidelines and respecting full rights and
representation of patients in these processes.
Appropriate Care Sites: Appropriate evel of
care and living arrangements, to effectively
manage mental illness, substance use, medical
needs, and neurocognitive deficits at a variety
of levels of care for target populations. May
require an innovative level of care.

*+ Veterans experiencing unsheltered or sheltered homelessness who lack capacity to make appropriate medical and social decisions for themselves
as defined by state laws, have challenging-to-treat medical and/or behavioral needs: AND

* Veterans at risk of experiencing homelessness or sheltered Veterans who lack the capacity or have declining capacity will benefit from this program

(may or may not be in VA programming)

' Choose VA

VA II Jﬂ";\:— S. Department
| 'Q‘Df)} of Veterans Affairs
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Transition

b

Transition or
Discharge to Long-
Term Housing

Long-Term Disposition: Appropriate long-
term disposition using VA and community
programs with ongoing monitoring of Veterans
to ensure needs continue to be met. An
opportunity to leverage existing programs
without creating a new monitoring system.
Expected Outcomes:

* Improved Veteran quality of life and Veteran

experience

Reduced unsheltered homelessness
Reduced trauma, exposure-related
morbidity & mortality

Improved alignment of appropriate level of
care and care setting, resulting in cost
savings on bed days of care

*Defined as lacking capacity to make appropriate
medical and social decisions for themselves,

consistent with state laws.

U.S. Department
of Veterans Affairs
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Pilot Site Requirements, Budget, and Staffing

A Pilot Site Maturity Levels and Specifications Scale will track pilot site progress with a score card for each site.

Pilot Site Requirements T T e nr e e

1. Each pilot site will establish a site-specific Guardianship Model, to include a referral and care process, documented in a standardized operating procedure (SOP); a
guardianship steering committee; and access to guardianship legal services, in coordination with the OGC.

2. Using the Guardianship Model, each site will: :
2.1. Serve Veterans who are at risk or experiencing homelessness and lack capacity* in inpatient care.

2.2. Serve Veterans who are at risk or experiencing sheltered or unsheltered homelesshess and lack capacity” in VA programming.
2.3. Serve Veterans who are experiencing unsheltered homelessness and lack capacity® who are not in VA programming.

3. Each site will evaluate the feasibility of re

gional referrals from other VA facilities (may be from within same state) serving unsheltered Veterans with challenging
medical/behavioral issues.

4. Each site will allocate at least 1.0 full-time employee equivalent (FTEE) to manage the local Guardianship Model.
1. Social worker is recommended.

2. Clinical Services will provide temporary Special Purpose Funds equivalent to 1.0 FTEE Social Worker for each site (additional information to be provided)

Proposed Budget and Staffing
VHA Central Office Responsibilities

; Site Responsibilities
= Evaluation: * Staffing:
. QUER\: QUERI Rapid Response Team and QUERI-Partnered Evaluation * Allocating at least 1.0 FTEE (Social Worker) to manage
. C\imcal_ Semvices: Funding for QUERI-Partnered Evaluation (~$150,000) Guardianship program
* Staffing: Clinical Services (HPO and OMH) to provide temporary Special Purpose * Sites will use existing capacity/budget for additional needs
Funds equivalent to 1.0 FTEE Social Worker (0.5 FTEE per office) for each site, to * Sites are responsible for any space and facility modifications
be used directly in support of the site's guardianship program
*Defined as |

lacking capacity to make appropriate medical and social decisions for themselves, consistent with state laws.

2 Choose VA
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Pilot Site Maturity Levels & Specifications Scale

rity Level __|Pilot Site Specifications
- Site confirms pilot participation and participates on National Safe Harbor IPT 3 \
« Each site should identify 2-3 individuals to serve on the National IPT, to include at least one Facility Executive
Leadership Team (ELT) member.
3l 1

: : * Site representatives are responsible for overseeing specific site actions, sharing lessons learned, and collaborating
plete Foundational and Planning with other sites and National partners. - ‘ ‘
- U Site forms a Safe Harbor local workgroup responsible for local pilot planning, implementation, reporting, and evaluation.
O Site conducts baseline needs assessment, and action plan to implement the program locally
* Action plan will include a staffing plan, training plan, facilities plan, and communications/outreach plan.
Q Site develops site-specific guardianship model, to include referral and care process, and roles and responsibilities, in
alignment with pilot site requirements, documented in a SOP or similar document. s
el 2 U Site allocates at least 1.0 FTEE for program ‘
. i i i i Special P Fund ivalent to 1.0 FTEE Social Worker for
tablish Guardianship Mode! for I;l:ct:lr?t;ﬁLProgram Offices will provide temporary Specia urpose Funds equivalen
eltered and Unsheltered Veterans O Site establi h Hiahahid Slate
periencing Homelessness L0 FSabuones grarchany AR By
adherence to ethical responsibilities.
U Site has access to legal services for guardianship, in co
e e through regional counsel or alternative are acceptable.

QSite serves Veterans who are at risk or experiencing homelessness and lack capacity* who are referred from Inpatient
Care through the guardianship model.

g committee responsible for the oversight of the guardianship program and

ordination with the Office of General Counsel- legal services

serve Veterans Experiencing
omelessness in Inpatient Care

evel 4
Serve Veterans Experiencing Sheltered
of Unsheltered Homelessness in
Programming

Level 5

Serve Veterans Experiencing

Unsheltered Homelessness Not in VA
Programming

2 Choose VA

Q Site serves Veterans who are at risk or experiencing unsheltered or sheltered homelessness and lack capacity* who are
in VA Programming through the guardianship model.
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Kick-Off & Pilot

Execution Plan
FY 2025 Q4

« Conduct |PT Kick-Off and Face-
to-Face planning sequester
+ Define a guardianship model for
high-risk Veterans who lack
capacity*
* Develop Pilot Execution Plan
+ Select pilot sites

» Approvals of Execution Plan
through VHA, VA, White
House/DPC, as needed

»2 Choose VA

High-Level Operational Timeline

Pilot Preparation

& Launch
FY 2026 Q1 & Q2

» Conduct site-specific kick-offs
* Develop communications/
outreach plan
* Determine pilot site needs and
specific site activation plans
* Establish pilot guidance and
address legal, funding, staffing,
and other needs

» Finalize evaluation plan, metrics,
and reporting requirements

Pilot Execution &

Monitoring
FY 2026 Q3 to FY2027 Q4

« Transition from National
IPT to Business Owners

+ Ongoing implementation at
pilot sites, tracked against
maturity scale

* Collection and reporting of
data, metrics, issues,
lessons learned

* Generate 6-month
progress reports

"Defined as lacking capacity to make appropriate medical and social decisions for themselves, consistent with state laws

US Depar
ol Veteran

Pilot Evaluation &

Transition/Closeout
FY 2028 Q1

* Pilot Program conclusion,
program evaluation and
recommendations to USH,
SECVA

* Leadership decision on next
steps (i.e., expansion,
scaling, regionalization or |
sunsetting)

A U.S. Department -
'/ of Veterans Affairs 10




Communications & Outreach Plan

Communications and Outreach Approach

» Aphased communications approach will ensure key internal and external stakeholders hav.e. appropnatg levelg of :
awareness, understand the compelling reasons for action, and have the knowledge and ability to do their part in this
important effort to serve a high-risk Homeless Veteran population. . .

* The National IPT will develop and implement a comprehensive communications plan, as well as provrdel guidance and
unified messaging and communication artifacts for individual site use. Each pilot site will develop a specific outreach plan.

Communication Phases

1 - Executive Leader Feedback and Approval
Purpose: VHA will share pilot execution plan with VA and VHA executive |
stakeholders. Information is pre-decisional until end of phase.

Key Activities: Approval of pilot execution plan

Toolkit products (Operational messaging): 1) Topline messaging for leaders, pilot sites, and select program offices, 2) Six essential questions, 3) Overview Deck, 4)
Stakeholder Engagement Timeline

tember - October 2025
eaders for feedback and approval prior to communicating with other internal and external

2 - Socialize with Senior Leaders | October - November 2025

Purpose: VHA will develop and implement a standard communications toolkit for select pilot sites and program offices that will be used to develop messaging and standard
guidance to stakeholders once approved by senior leadership.

Key Activities: Stakeholder Engagement (road show)

Toolkit products (Operational messaging): 1) Talking points for leaders, pilot sites, and select program offices, 2) Six essential questions, 3) Overview deck. Stakeholder
Engagement Timeline

3 - Successful Qutcomes | TBD - Conclusion of Pilot

ram to internal and external stakeholders by demonstrating meaningful benefits to Vete
Veterans, and VSOs through local channels, such aj«\abwn halls.
ad show) and possible field toolkit

leaders, 3) Overview Deck, 4) Stakehol i
essons learned and best practices from pilot sites (optional) ) T e ment A Eleuto e

JAN

Purpose: VHA will communicate completion of pilot prog
effort. Medical center leaders will share with employees,
Key Activities: Stakeholder Engagement (outcomes ro.

rans achieved by this

Toolkit products (Strategic messaging): 1) Talking points for leaders, 2) FAQs for
Exchange opportunities for |

U.S. Department

ol Veterans Affairs




Initial Communications Toolkits

Continue presentations on national leadership calls/

Pilot Execution Plan , 4 , : gt
Approval Presentations on national leadership calls Leader engagements with employees (pilot sites)
h—?ﬂﬂﬂwﬂiii‘f?ﬁfiiﬂéH?iii‘ﬂ-—mg
Nov. 2025

* Overview deck 111 |+ Overview deck
* Stakeholder engagement timeline

Key.r activities: Series of presentations on selected
national leadership calls, such as Network Directors
call, CMO/CNO/QMO call

1. 2025 Toolkit Concurrence Release Toolkits
Toolkit 1 - Leaders to ﬁl Toolkit 2 - Leaders to ‘ 1! Congress |
Leaders i' Pilot Sites and Program Offices ;'1! Purpose: Notify and brief stakeholders
Purpose: Socialize approved pilot execution plan ” Purpose: Enable Change. management and build ;l{ about approved pilot execution plan.
and engage leaders. || buy-in for employees at pilot sites. '| Communicators: Select national
Communicators: VHA leaders Jl Communicators: Selected network and medical *&; program offices who regularly brief
Audience: Select network and medical center || center leaders; program office leaders : ! Congress (OMH, HPO)
leaders; select program office leaders ! Audience: Pilot sites and select program offices g‘ Audience: Congress
Prod;lcts_: i Products: i| Products:
* Iopine key messages for leaders and select || ', Top-line key messages for leaders at pilot sites !'i » Contributing talking points
e X | 2 selectprogram afes; & e
» Six essential questions | Y activities: Provide talking points to
I‘ Program offices (OMH and HPO)

|
* Stakeholder engagement timeline i
Key activities: Meetings and medical center town ;

!

; halls

P ——————
|
.
f
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Variations in state-level
guardianship laws and
services/programs available
locally to each site prevent
a standardized
implementation approach.

7

Mitigation:
Design pilot program to
allow for site specific
implementation tracked
against a standardized
maturity scale and to test
the program feasibility
before full-scale
implementation

Challenges and Mitigation Strategies

Legal authorities and
regulations may restrict
types of bed use, legal
services use, and other
challenges.

Mitigation:
Partner and align efforts
with OGC to escalate
statutory and regulatory
challenges to VA and VHA

leadership,

/

Perception around
concerns for Veteran
autonomy may hinder

adoption.

Mitigation;

Engage with Veterans and
capture voice of the

Veteran to inform the pilot
implementation, clear
messaging around the
benefits of the guardianshtﬁ
model, employ site Steering
Committees to oversee

Gﬂiga tion:

implementation and
\ adherence to ethics. J

Privacy concerns with
locating family members or
friends of Veterans as part

of guardianship process.

"‘;\1 U.S. Department

// of Veterans Affairs

Need for refinement of the
guardianship model applied
to the Project Safe Harbor
target population.

Engage Privacy Officers
and Regional Counsel to
align pilot SOPs and efforts
with VA and not violate
Veteran privacy policies.

Mitigation:
Provide guidance and
consultation to assist sites
in overcoming operational
needs, such as staffing,
outreach efforts, training,
and integration into existing
programs.

A US Department

of Veterans Affairs



Safe Harbor Guardianship Meta-Framework
Integrated Project Team (IPT) and Workstream Structure

Executive Sponsor
Thomas O'Toole, MD, Acting Deputy Under Secretary of Health (DUSH)
Integrated Project Team (IPT) Leads

Project Management - Office of Healthcare Transformation

Kalpa Subbu (Portfolio Manager), Monica Cummins (Lead
Tamara Campbell, MD, Executive Director, Office of Mental Health (OMH) Project Manger), Alden Borromeo (Deputy Lead Project
Monica Diaz, MBA, Executive Director, Homeless Programs Office (HPO) Manager), Sehar Minhas
Jillian Weber, PhD, Homeless PACT National Program Manager, HPO

Michael Charness, MD, Chief of Staff, VA Boston HCS

Change Management and Communications (Internal/External)
OHT PM: Melissa Heinlein Storti
Workstream 1:
Legal Framework
Guardianship Legal Services

Workstream 2:
Pilot Site Readiness
Pilot Site Resources, Tools, and Site Implementation

Workstream 3: Program Evaluation
Data, Metrics, Evaluation and Outcomes

Pilot Site 1 Pilot Site 2

Pilot Site 3
VA Boston HCS / VISN 1

. Pilot Site 4 Pilot Site 5
VA Tampa HCS / VISN 8 Hines VAMC /VISN 12 & VA South Texas HCS / VISN 17 VA GLA HCS / VISN 22

\ t'__.\. Department
' of Veterans AfFairs




Roles and Responsibilities

IPT Members: IPT members are from key Program Offices Pilot Site Responsibilities: Each pilot site will have 2-3
and Facility Safe Harbor leadership. Additional subject matter
experts and ad-hoc members will be engaged on an as

representatives serving on the IPT, including at least one
i Facility Executive Leadership Team (ELT) member.
needed basis.

* Serve on workstreams; shape workstream deliverables and

» Facilities are expected to conduct site-focused meetings and
ensure cross-office coordination; surface challenges and

provide feedback to the national IPT. Implementing Safe

provide subject matter expertise in their functional areas. Harbor guardianship model, including referral processes,

* Actively participate in the |IPT through attendance and assessment for .CIII'IICEII and !egal lnd;cgtlon, legal ad%pdiqatlon
discussion at meetings, review and input on materials, and with placement into appropriate care sites, and stabilization
coordinating input from their respective offices/Facility. services for the identified target Veteran populations, in

* Serve on workstreams; shape workstream deliverables and compliance with state laws.

ensure cross-office coordination; surface challenges and » Collaborating with the National IPT and other sites, reporting
provide subject matter expertise in their functional areas. on pilot implementation status, participating in program

* IPT Members selected as Workstream Leads will be evaluation and transition activities, and sharing lessons
responsible for leading the workstream efforts, reviewing learneq. { 3 _
workstream updates and materials, presenting workstream * Establishing a local workgroup to manage site readiness
updates at the IPT meetings, and elevating and addressing activities and ensure implementation of the pilot
challenges related to the workstream. requirements.

* Site-level reporting from pilot site representatives include * Developing action plans, charters, and other supporting
sharing of lessons leamed, documentation of doctmentation, as applicable.
challenges/risks, data and evaluation tracking, and * Pending VA leadership approval, sites are anticipated to be
submission of a recurring site update. These field leaders will

required to meet a minimum staffi
guardianship program.

* Responsibilities for the pilot sites will be fu
the approved Pilot Exe

work closely with the IPT to adapt the Safe Harbor model to
local conditions, ensure data sharing, and support site
readiness assessments.

ng allocation to manage the

: rther defined by
cution Plan and the Evaluation Plan.

..'. U.S. Department
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RKSTREAM DESCRIPTION El Promote alignment between OGC guardianship legal framework effo

rts with Project Safe Harbor; advise sites regarding guardianship legal services.

| Leads: Bl:yan_;l:hc;;wpé_én (OG(:J) Michael Charness (Boston)
WORKSTREAM MEMBERS | Proposed Members: Marilyn Fuller (OGC), Jillian Weber (HPO), Jay Cohen (OM
| (Boston), Katharine Stewart (HPO) | OHT Project Managers: Monica Cummins

| OGC initiated discussions w
BLUF | establishing guardianship le
| framework.

H), Jennifer Koget (CMSW), Cynthia Geppert (Ethics), Nicke Buchanan

ith guardianship subject matter experts in Florida, Texas

, and California; OGC making progress with foundational elements for
gal services in the th

ree states, getting a better understanding of current state and developing elements for the legal guardianshi

NEXT STEPS ', Continue to align OGC guardianship effort and Project Safe Harbor.

MILESTONE

¥ STATUS I % COMPLETE DUE DATE ACTIONS/TASKS PROGRESS UPDATES, RISKS, DEPENDENCIES
1. OGC Healthcare Law GroupI

F_ Pending development of site action plans.
(HCLG) and Procurement Law ,

: Group (PLG) to review and |
TBD 1 | g :
181820 | provide feedback on each site's

action plan for guardianship legal
services

Provide guidance on guardianship
jal services to Project Safe Ha
es

. 1 .“_C(;r;plete current été&sﬂ
! assessment
2.  Establish a guardianship legal

*  OGC identified SMEs in each state; met with VA Boston HCS to
understand their current Process and lessons learned.

- Put into place guardianship legal
ervices in Florida, Texas, and

TBD TBD framework to apply to identified
~alifornia | states
L |3, Establish legal services in Florida,
' Texas, and California.
3. Establish plan for National 1. Determine next steps for roll-outto | TBD ]
mplementation of Guardianship TED TBD | additional states and facility
iﬁmtm Gl (R R _transitions

U.S. Department
of Veterans Affairs
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Guide sites on local plan
WORKSTREAM DESCRIPTION

Leads: Gayle lwamasa (

implementation.

Workstream 2: Pilot Site Readiness

ning and implementation efforts; develop pilot site resources, tools, and coordination processes to assist sites with

OMH), Jillian Weber (HPO)

( WORKSTREAM MEMBERS Proposed Members: Ja
=

‘.

1

(GEC), Courtney Huhn
OHT Project Managers: Maria Lissiano, Jeff Duncan

y Cohen (OMH), Allison Bond (HPO
(GEC)

). Jennifer Silva (CMSW), Gwen Hampton (ONS), Lori M. Paris (GEC), Alexandra Caley

BLUF | Identified 5 pilot sites and their POCs. VA Boston assisted with developing guidance and templates to support implementation. .

\ NEXT STEPS | Pian site meetings to review guardianship model and introduce the baseline needs assessment deliverable.
Ii MILESTONE STATUS cou:.eml DUE DATE ACTIONS/TASKS ‘ PROGRESS UPDATES, RISKS, DEPENDENCIES Jf
‘ 1. Develop pilot site resources, 1. Partner with VA Boston to develop guidance and 1. Developed draft field toolkit for sites. '
li.tools and coordination processes to 50% 9/30/25 templates for pilot sites,

- assist with site implementation

| 1. Sites deveiop guardianship processes. |
|5 [ 2. Sites identify staffing, training, facilities,

| 2. Sites complete Baseline Needs Not 0% | 11/30/25 communications and legal support needs.

| Assessment and Action Plan Started 3. Sites develop action plans to address gaps.

'. ] it atisied implement g_L;:;r(_:Ii_a;n;h—i;;;ro_cé;s.— I T AT

| 3. Sites execute action plans and it 2. Sites execute action plans to fully implement the

| progress through maturity scale to | o : 0% TBD program.

| reach full implementation.

U.S. Department
of Veterans Aflairs



Workstream 3: Program Evaluation

WORKSTREAM | Coordinates with Quality Enhancement Research Initiative (
| DESCRIPTION | VA/VHA priorities; integrates evaluation data collection with

QUERI) to develop and implement the evaluation plan, ensuring alignment with pilot goals and
pilot reporting processes

| Leads: Amanda Midboe (Bridge QUERI), Jilian Weber (HPO) -

Proposed Members: David Smelson (Bridge QUERI), Bo Kim (Bridge QUERI), Angela Kyrish (Bridge QUERI), Gayle lwamasa (OMH), Jodie Trafton (OMH),
WORKSTREAM MEMBERS | | - "o (CMSW), Toby Schonfeld (Ethics), Cynthia Geppert (Ethics), Jack Tsai (HPO)
II OHT Project Managers: Alden Borromeo, Sehar Minhas

] Bridge QUERI received approval for two Rapid Response Teams (RRTs), ;:nabling up to 12 months of evaluation; discussions progressing with Clinical :
| BLUF | Services to fund the QUERI-Partnered Evaluation in FY27, Bridge

QUERI is drafting the partnership scope and budget estimate for review by HPO and OMH. |
| Incorporating feedback from VHA Leadership on measures. _‘
1 1 : Ry . . . r |
| NEXT STEPS | The Bridge QUERI team is finalizing the draft partnership scope and FY27 budget estimate for review with Clinical Services. Engaging with subject matter |
. ll experts and IPT members to refine measures,
MILESTONE STATUS | % COMPLETE! DUE DATE ACTIONSITASKS [ PROGRESS UPDATES, RISKS, DEPENDENCIES
1. Secure RRT approvals - Complete |+ RRT approvals secured; Bridge QUERI preparing draft
| 1. Bridge QUERI Partnership o% 130/25 2. Develop and validate FY27 budget gstimate - Complete partnership scope and FY27 budget estimate
Confirmation 0% 9I30/2 3. Draft and approve partnership scop&document - In Progress

= Coordination with OMH/Clinical Services to identify program }r
office sponsor for partnered svaliation is ongoing

zad S ELSEINYRSYEANY i

1. Define evaluation framework and

SMART gba!s - In Progress ] *  Initial evaluation framework discussed during Bridge QUERI
; ] 2. Identify site-level data collection requirements; Align measures kickoff; scoping document in development
I2. Evaluation Plan 10% 12115125 with PEP outcomes and Bridge QUER| guidance *  Risk: Variation in site readiness and state-level guardianship
3. Integrate data collection with site reporting laws could affect data collection consistency
1. Synthesize site implementation data and lessons Ie—;med TBD
s 4/30/26 2. Report progress against objectives and initial outcomes
;3‘ Six-Month Progress 0% 10/31/26 3. Concurrence and finalization of reports
Reports
4/30/127
¥ 1. Consolidate results: Provide recommendations o [TBD
' 4_Final Report 0% 10/31/27 sustainability and transition

2. Concurrence and finalization of report

2 Choose VA
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October 2025 November 2025 December 2025

Site Meetings (1 meeting per site) *  IPT Meeting (week of 11/10) Workstream Updates due 12/5
(week of 10/6) *  Workstream Updates due 11/5 *  Virtual Sequester (week of 12/8)
* Informational Session(s) (week of *  Site Updates due 11/5 Egjsoe':}t;lt;ﬁg and feedback on Site
10113) *  Site Coordination Meeting (meetin
* Workstream Meetings with reps from all sites) (ga(te TBD)g *  Feedback from National IPT
* VHAlLeadership Briefings *  11/30- Baseline Assessment and members on site action plans
Action Plans due due 12/15
* Workstream Meetings " Workstream Meetings
* VHA Leadership Brieﬁngé *  Finalize Evaluation Plan

January 2026 February 2026

Site Monthly Report due 1/9
Workstream Update due 1/14
* IPT Meeting week of 1/19

Site Monthly Report due 2/9

Workstream Update due 2/13
*  IPT Meeting TBD

Site Monthly Report due 3/9
Workstream Update due 3/13

* IPT Meeting TBD
Site Coordination Meeting (meeting with * Site Coordination Meeting (meeting with *  Site Coordination Meeting (meeting with
reps from all sites) (date TBD)

reps from all sites) (date TBD)
Workstream Meetings Workstream Meetings

reps from all sites) (date TBD)
*  Workstream Meetings

' of Veterans Affairs 21
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Reference: Meeting Details and Due Dates

— - TR TR TR Aftondance W Target Date
Meeting Details : ; - Week of 10/6
_ : : . s Representatives (may
Pilot Site Meetings OHT project managers will have a meeting per each snel(separlalte call;.) where 2:3:;3?0 ozhgr Facility POCs)
we will address questions and opportunities to engage with additional site
representatives - Ensure understanding of pilot site requirements; Collect
questions from each pilot site; Review reporting templates.
g : {233 - : L rs and SMEs To be scheduled
Workstream Meetings Workstream-specific topics; significant items will be reported up to the full IPT Workstream Membe e
(recurring) and/or IPT Leads. W
Informational Sessions Program Office SMEs will present materials for sites to consider to assist sites *  Program Office SME Presgr_:zers d eex o
with needs assessment and action plan, answer questions. Will record and post +«  Optional attendance from Sites an
as resource. IPT members
Site Coordination Program Office SME/IPT representative will present on a topic followed by a *+ WS 2 SME Presenters x!onthiy S!%rggg
Meetings (recurring) community of practice sharing among the 5 sites (combined caII)I ovember
IPT Meeting Monthly National IPT Meeting to discuss workstream updates/challenges, Site * IPT Members & Site Representatives Week of 11/10
updates/challenges, and other Pilot Program topics (TBD) *  Optional attendance from SMEs
Virtual Sequester: Site A meeting per each site to review needs assessment/action plan (due 11/30) with *  Focused agenda, sites only required Week of Dec 8
Presentations IPT representatives. to attend for their presentation
* IPT Members / Program Office SMEs
IPT Meeting (recurring)  Monthly National IPT Meeting to discuss workstream updates/challenges, Site Monthly starting
updates!c_hailenges, and oﬂ_1er Pilot Program topics (TBD}_ A1 : in January 2026
Due Dates
* Workstream Updates and Site Updates (Slides) Due 11/5/25
* Baseline Needs Assessment and Action Plans Due (

template to be provided) 11/30/25

* Workstream Updates (slides) due 12/5/25 (recurring)

* Feedback from IPT members due on Site Baseline Needs Assessment and Action Plans 12/15
= Finalize Evaluation Plan and U

pdate Site Reporting Template 12/15
= Site Monthly Report due 1/9/26 (recurring)

2 Choose VA
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5 Choose VA

1. Workstream Updates

* OHT Project Managers to prepare with Workstream Leads
* Slides included in Monthly IPT Meetings; Verbal Update

no December update)

* Separate tasking to VISNs/Facilities
* Information compiled/analyzed: Slides included in Monthly IPT
Meetings; Verbal update

* Site tracker to be updated at least monthly (living docume

: nt on Teams),
in coordination with the Site Monthly Report submission

r_‘-:-L—

U.S. Department

e .
of Veterans Affairs

~
2

IPT Meetings and
VHA Leadership
Updates

; l'.."\-_ Department



U.S. Departmer

of Veterans Alfa

e ——— —— = = .—-]—.—.—._ — = -y
PILOT SITE |
LEADS |
(777 ACCOMPLISHMENTS
WORKGROUP | |
HE“BERS | RlSKS
i kzt T_k“'_""_ """ | LESSONS LEARNED |
s InkK 10 Site Trac ar
REFERENCES * Link to Site Shared Files
. MATURITY LEVEL STATUS | TARGET DAT

Level 1: Complete Foundational and Planni
Tasks

N/A \

!
" |
|
1

Level 2: Establish Guardianship Model for
Sheltered and Unsheltered Veterans
Experiencing Homelessness

cal pilot planning, implementation, reporting, and evaluation.
‘0 implement the program locally

are process, and roles and responsibilities, in alignment wil
T __p[pfg-}é_rah'- _(a&djt_ic:_nai information r@ardlnh :
Level 3: Serve Veterans Experiencing

— =200 Tégarding temporary Special Purpose Funds to be shared).
ble for the oversight of the guardianship program and adherence to ethical
ities.,
PEoniem acoess o legal services for guardianship
| O Serve Veterans who are at risk or experiencing homefes-snes_s ;dgck Capacity who are referred from Inpatient e h
ssness in Inpatient Care | the guardianship model. R R
: ¥ £ | |0 Serve Velerans who are at risk or ex_ e:ier;::_in_:;ﬁi-l_;d_ﬁ_h_‘_ﬂ__
Level 4: Serve Veterans Experiencing Shellered ! A . P g R
o Unshelierd e Programming N/A J |  Programming through the guardianship model.
| Level &: Serve Velerans Experiencing (72070 T
Unsheltered Homelessness Not in VA '
Poncear bt

heltered homelessness and lack c:;acily who are in VA
O Serve Veterans who are experiencing unsharc

ULS. Department
of Veterans Affairs



Project Safe Harbor Pilot Site Roll-Up | November 2025

Key Accomplishments and Data ; : Maturity Level =~~~ @ —s

| * Accomplishments to be added, first Site Roll-Up to be prepared for November IPT ‘ ® :1 Level 1: Complete Foundational and Planning Tasks
f—
|

| Level 2: I_Esta-t;ii_s:h Guardianshipﬁb-del far_SH;I?ere-d an_d Unsheltered Veterans
| Experiencing Homelessness

|' _____ : et UL

@ |Level 3: Serve Veterans Experiencing Homelessness in Inpatient Care
' ® [Level 4: Serve Veterans Experiencing Sheltered or Unsheltered Homelessase
| in Programming ) _ A DR
evels: Serve Veterans Experiencing Unsheltered Homelessness Not in VA
ming

VA Boston

Health
Key Challenges and Mitigation Strategies gzst:r:re

Challenge

James A. Haley
Veterans Hospital
(Tampa)

Hines VAMC
(Chicago)

VA South Texas
HCS (San
Antonio)

VA Greater Los |
Angeles HCS

| US. Department
ol Veterans Athairs



* Program Office Representatives: | _
o Please provide presentation topics and reference materials to assist

sites in developing their baseline needs assessment and action plan.

o Workstream Meetings to be scheduled.

* Pilot Sites:

o OHT will have a meeting per each site (separate calls) where we will
address questions and Opportunities to engage withy additional site
representatives.

QO Ensure understanding of pilot site requirements.
d Collect questions from each pilot site.

U Review reporting templates, baseline needs assessment and action

plan

U Target for Week of October 6 Hey References

*  Charter

* Next Meetings
o Attend informational session week of October 13

* Pilot Execution Plan
* USH/DUSH Briefi

ng Slides: 9/25/25

© Next IPT Meeting: Week of November 10 *_ Project Safe Harbor — A roach Overview

Project Safe Harbg

U.S. Department
ol Veterans Affairs




ect Safe Harbor Guardianship will implement a
tainable, Veteran-centered, outreach-based
rdianship model to safeguard high-risk
erans experiencing homelessness who lack
acity*. The pilot will provide a “test-of-concept” /
care interventions to support clinical '
abilization and transition to appropriate
ng-term living arrangements.

-

Nhat is not
changing?

VA remains committed that we will
do everything possible to continue
meeting and exceeding expectations

for providing the best care available
for Homeless Veterans.

Why is it changing?

Veterans experiencing homelessness who lack
capacity” are at high risk for preventable harm, injury,
or death. Existing inpatient, community living centers,
residential, and community-based programs are not
well designed to manage complex overlapping medical,
behavioral health, neurocognitive, and housing needs.
This results in prolonged high-cost inpatient stays,
cycling between homelessness and high-cost
emergency services.

U.S. Department
ol Veterans Affairs

N

What are the benefits?

high-risk Veterans experiencing
homelessness who lack capacity* and
require legal intervention. In addition, the
pilot's outcomes could influence broader
VHA policy and operations to prevent
Veteran homelessness.

-

Why how?

Executive Order dated July 24,
2025, Ending Crime and Disorder
on America’s Streets furthers the
importance and urgency to
pProvide a seamless, respectful,
and safe environment for high-risk
homeless Veterans,

What are the risks of
not changing?

VA is committed to eliminating
homelessness and protecting Veterans
who cannot make decisions for
themselves. This pilot program will
reduce the significant gap in care that
Veterans need.

U.S, Department
of Veterans Affairs

Project Safe Harbor will provide
seamless, respectful, and safe care for



