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Sonoma County – Improving Integration and Outcomes to Benefit County Residents 

Key Engagement Objectives 
Determine whether there are organization structures outside the County 
which could effectively administer programs and identify best practices 
to administer programs 

01 

Assess and inventory all homeless and housing programs and ancillary 
services administered throughout Health Services, Human Services and 
the CDC 

02 

Determine whether there is duplication between services, admin 
functions and activities across organizations and make recommendations 
to increase efficiency 

03 

Identify opportunities to integrate services and functions across 
organizations and assess whether existing homeless and housing 
programs should be redesigned to more effectively achieve outcomes 

04 
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Sonoma County – Improving Integration and Outcomes to Benefit County Residents 

Methodology 
Key Stakeholders 

County Departments 

Safety Net Collaborative 

Cities 

Housing Organizations 

Providers 

Clients 

CoC 

Community 

 Conducted more than 50 interviews 
 Benchmarked more than 18 Counties 
 Inventoried over 90 programs 
 Developed a 160 page report 
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Sonoma County – Improving Integration and Outcomes to Benefit County Residents 

Commendations 

Established a goal to develop a strategic plan with City input 

Led a diversified approach to Housing with Project Homekey 

Instituted a multi-disciplinary approach under the IMDT 

Developed ACCESS, an innovative, integrated data system 

Championed outreach to those experiencing homelessness 

Demonstrated commitment to serve those experiencing homelessness 
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  Sonoma County – Improving Integration and Outcomes to Benefit County Residents 

Challenge Areas 
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Strategy and 
Performance 

Organization 
Structure 

Governance 
Funding 

Optimization 

Program 
Optimization 

Coordinated 
Entry 

Coordinated 
Service 
Delivery 

Housing 
Coordination 
and Access 

Training and 
Capabilities 

System and 
Data Usage 
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  Sonoma County – Improving Integration and Outcomes to Benefit County Residents 

Program Optimization 

# Initiative 

5.1 Conduct an evaluation of  the pr ogram  inventory  and ancillary  services  to 
better connect target populations  with program  offerings  and/or identify  
duplication and gaps  in service 

5.2 Develop a  consistent and balanced set of  data-driven performance  
measures  and regular reporting cadence  to better measure  program  and 
Provider performance  to inform  decision-making 

5.3 D

____________________________ 
evelop a  cross-jurisdictional  diversion program  to redirect persons  

experiencing homelessness  from  the  criminal  justice  system  to homeless  
services 

c 

5.4 Increase  range a nd quality  of  programs  by  increasing Provider competition 
through developing an incubator program  for smaller Providers  to increase  
competition and enhance  service de livery 
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Sonoma County – Improving Integration and Outcomes to Benefit County Residents 

Program Optimization – Evaluation of Program Inventory 

Expand 
service 

delivery where 
gaps in 

provision have 
been identified 

Identify and 
share best 

practice within 
high 

performing 
programs 

Strategic and 
operational 
optimization 

Restructure or 
consolidate 
programs 

Assess option 
to discontinue 
programs and 
reinvest funds 
towards high 

value 
programs 
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Homeless 
System 
of Care 
Planning 

What resources 
will we need in the 
future and how 
should they be 
allocated? 

Sonoma County – Improving Integration and Outcomes to Benefit County Residents 

Program Optimization – Performance Measures 

Data-Driven 
Decision 
Making 

How can we 
leverage 
data and 
technology 
to enhance 
service? 

Examples: 
 Cross-jurisdictional 

Strategic Plan 
 Funding allocation 

methodology 
 Crisis Diversion Strategies 

Examples: 
 Needs assessment data 
 Point in Time Count 
 HMIS and ACCESS data 

Examples: 
 Program utilization rate 
 Number of clients who 

recidivate 
 Client wait time to obtain 

housing and / or service 

System of 
Care 
Performance 
Measures 

Homeless 
Population & 
Research 

How do we 
optimize our 
current 
processes and 
resources? 

What do 
incidence, 
prevalence, and 
outcomes look 
like presently 
and in the 
future? 

Examples: 
 Regional outcomes 
 Redefine cohorts 
 Services aligned to 

needs of population 
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Sonoma County – Improving Integration and Outcomes to Benefit County Residents 

Client Service Delivery and Coordination 

 Expand Service Hours and Locations 
 Develop an Incident Command 

System 

 Enhance Marketing 
and Advocacy 
Efforts 

 Expand IMDT  Automate Housing 
Cohorts Inventory Tool 

Community 
Needs 

Coordinated 
Service 
Delivery 

Housing 
Access and 

Coordination 

Coordinated 
Entry 

 Develop / Implement 
Housing Types 
which align with 
need 
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Sonoma County – Improving Integration and Outcomes to Benefit County Residents 

Strategy and Performance 

# Initiative 
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2.1 Expand on Point in Time C ount to conduct a c omprehensive  needs  
assessment  of  population to align with differentiated housing and service  
strategy 

.,

2.2 Combine and develop through a lead agency who has capacity, a 
Countywide strategic plan to address homelessness and a separate 
strategic plan to address affordable housing 

2.3 ACCESS and Provider community input and establish strategic cohort 
populations and program and/or service coordination or multi-year 
integration plan 
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Sonoma County – Improving Integration and Outcomes to Benefit County Residents 

Strategy and Performance – Needs Assessment 
Current 

need 
Future 
need 

Quantitative 
data 

Community 
engagement 

Needs assessment 

Demand management 

Service provision 

2 

3 

1 

Targeted outreach 

Triage and prioritization 
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Sonoma County – Improving Integration and Outcomes to Benefit County Residents 

Strategy and Performance – Strategic Cohort 

Families Transitional Age 
Youth (TAY) 

Single Adults Vulnerable and 
Elderly Population 
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Chronically Homeless Unsheltered Unhoused but sheltered Stably Housed 
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  Sonoma County – Improving Integration and Outcomes to Benefit County Residents 

Organization Structure 

# Initiative 

1.1 Evaluate potential organizational models to consolidate housing funding 
and expertise, leverage homeless and health service delivery capacity and 
streamline service offering to facilitate best outcomes 

1.2 Evaluate the impact of transition on CoC structure and governance to 
ensure continued compliance with funding regulations and requirements 
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Sonoma County – Improving Integration and Outcomes to Benefit County Residents 

Organization Structure – Options Analysis Methodology 

654321
Step: 

Identified Developed Evaluated Identified a 
spectrum of and agreed spectrum of ‘shortlist’ of 
potential on design models organizational 
organization principles and against model options 
structure weightings design 
models principles 

KPMG Analysis 

County County 
Leadership to Leadership to 
further evaluate take steps to 
shortlist with implement 
input from key redesign 
stakeholders 

County Management Decision 
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Sonoma County – Improving Integration and Outcomes to Benefit County Residents 

Organization Structure – Model Design Principles 

Implementation 
Complexity (1X) 

Adjusts Funding Status 
(1X) 

County Representation, 
Accountability, & Service 

Impact (1X) 

Streamlines Complexity (2X) 

Enhances Cross-jurisdictional 
collaboration (3X) 

Optimizes Expertise and 
Capacity (3X) 

Enhances Consumer 
Experience (3X) 

Maximizes Funding 
Opportunities (2X) 
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Sonoma County – Improving Integration and Outcomes to Benefit County Residents 

Organization Model Options Analysis – Affordable Housing 
Model 1 Model 2 Model 3 Model 4 Model 5 

Design 
Principle 

Weighting 

3 

Design Principle 
Status Quo of 

Existing Structure & 
Situation 

Affordable 
Housing Joint 

Powers 
agreement (JPA) 
between County 

and Cities 

Transition 
Housing to the 

Renewal 
Enterprise 

District (RED) 

Establish 
County level 

Department of 
Housing or 

Narrow the CDC 

Affordable 
Housing as part 
of Superagency 

Cross-jurisdictional Collaboration 

3 Optimize Expertise and Capacity 

3 Enhances Consumer Experience 

2 Maximizes Funding Opportunities 

2 Streamlines Complexity 

2 County representation, Accountability 
and Service Impact 

1 Adjusts Funding Status 

1 Implementation Complexity 

Score 31 64 73 56 48 
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Chart Legend: 1 Point 2 Points 3 Points 4 Points 5 Points 
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Sonoma County – Improving Integration and Outcomes to Benefit County Residents 

Organization Model Options Analysis – Housing Authority 
Model 1 Model 2 Model 3 Model 4 Model 5 Model 6 

Design 
Principle 
Weighting 

Design Principles 

Status Quo of 
Existing 

Structure & 
Situation 

Include 
Housing 

Authority as 
part of any JPA 

between 
County and 

Cities or RED 

Transition 
Housing  

Authority to 
Health or 
Human 

Services 

Transition 
Housing 

Authority to 
Department 

of Housing or 
Narrow CDC 

Merge 
Sonoma 
County 
Housing 
Authority 

with Santa 
Rosa Housing 

Authority 

Housing 
Authority as 

part of 
Superagency 

3 Cross-jurisdictional Collaboration 

3 Optimize Expertise and Capacity 

3 Enhances Consumer Experience 

2 Maximizes Funding Opportunities 

2 Streamlines Complexity 

2 County representation, Accountability 
and Service Impact 

1 Adjusts Funding Status 

1 Implementation Complexity 

Score 40 67 45 45 78 41 
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Chart Legend: 1 Point 2 Points 3 Points 4 Points 5 Points 
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Sonoma County – Improving Integration and Outcomes to Benefit County Residents 

Organization Model Options Analysis – Homeless Services 

Design Principle 
Weighting 

Design Principle 

Model 1 Model 2 Model 3 Model 4 Model 5 Model 6 

Status Quo of 
Exiting Structure 

and Situation 

Homeless Services 
Joint Powers 

agreement (JPA) 
between County 

and Cities 

Transition 
Homeless 

Services to 
Health 

Transition 
Homeless 

Services to 
Non Profit 

Establish a 
separate 

Homeless 
Services 

Department 

Homeless 
Services as 

part of 
Superagency 

3 Cross-jurisdictional 
Collaboration 

3 Optimize expertise and 
capacity 

3 Enhances Consumer 
Experience 

2 Maximizes Funding 
Opportunities 

2 Streamlines Complexity 

2 
County representation, 

accountability and 
service impact 

1 Adjusts Funding Status 

1 Implementation 
complexity 

Score 45 59 69 56 63 56 
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Thank you and 

Questions 



    

     
  

Recommended Actions 
1) Receive housing and homeless services assessment report from 

KPMG 

2) Direct staff to return to your Board with additional analysis and 
recommendations for consideration 
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