
 
 
 

St. Johns County Homeless Summit 
July 18, 2014 

Reexamine Role of Lead Agency in St. Johns County Breakout Session: 
Facilitated by: Dawn Gillman, CEO Emergency Services Homeless Coalition of Jacksonville 

 
 
Attendees:  
Unknown, recording was started after introductions. 

 

Background Information: Presented by Ms. Gillman 

• Lead Agency:  Entity or Organization that fulfills all of the HUD requirements and compliance for 
various homeless programs awarded to the county. Should be the leader in solving problems in 
the advocacy efforts the COC partners encounter 

• Continuum of Care (CoC):  A collaborative funding and planning approach that helps 
communities plan for and provide, as necessary, a full range of emergency, transitional, and 
permanent housing and other service resources to address the various needs of homeless 
persons. HUD also refers to the group of service providers involved in the decision making 
processes as the ‘‘Continuum of Care.’’ It is also a national competitive grant that an agency 
competes for. 

• Homeless Emergency Assistance Rapid Transition into Housing (HEARTH ):  The Homeless 
Emergency Assistance and Rapid Transition to Housing Act of 2009 (HEARTH Act), enacted into 
law on May 20, 2009, consolidates three of the separate homeless assistance programs 
administered by HUD under the McKinney-Vento Homeless Assistance Act into a single grant 
program. The HEARTH Act also codifies into law the Continuum of Care planning process, a 
longstanding part of HUD’s application process to assist homeless persons by providing greater 
coordination in responding to their needs. HEARTH is the first amendment to McKinney-Vento in 
26 years. CoC numbers have decreased nationally due to planning, reporting and compliance 
requirements. 

New requirements resulting from the HEARTH Act: 

• Community wide planning group must be established: This group cannot be the Board of 
Directors of the Lead Agency, also referred to as the Universal Applicant. This board is 
meant to involve the whole community to determine what your communities’ plan is to end 
homelessness. 

 
• Coordinated Intake:  Ms. Gillman feels the most effective model is; 

o Intake  



o Assessment  
o Referral 

• Identify Unmet Needs in their Communities:  All CoC’s are required to identify and plan for the 
unmet needs in their communities. Ms. Gillman’s states that if “there is a wait list for services, 
and there are people still in need of those services, and the HMIS can prove that there is no 
duplication of services, then there are not enough agencies providing that service” there is an 
unmet need.  Identifying the specific unmet need requires knowing what services are already 
available in the community, and who the citizens are in the community that need the care.  
 

• Decide Upon Organizational Structure:   Acceptable structures are; 

o Unit of Local Government 
o Direct Service Provider 
o Facilitator that typically applies for large, complex grants and measures, 

monitors, HMIS and complaints. 
o Can be conveners that outsource requirements while others hold all direct 

contracts with HUD and provide direct services (Miami & Orlando follow this 
model). 

 

Commissioner Stevenson: “When organizations coordinate funding for direct service providers it 
creates a situation that is ripe for conflict.” 
 

Ms. Gillman: “Part of the difficulty is that HUD says, ‘Here’s what you can’t do, go figure it out’”. 
 
In St. Johns County no one wanted to accept the role of the CoC. Emergency Services Homeless 
Coalition (ESHC) stepped up because no one else would. Someone had to have it in order to get 
the funds into St. Johns County. 
 

ESHC representative, Debi Redding concurred that it is difficult to serve in the role of CoC and be 
a direct service provider. To paraphrase Ms. Redding: “ESHC is aware that talks have taken place 
regarding the possibility of changing the COC. So it is up for discussion. The founders of the 
organization, Jim and Jean Hardin are aware and the Board has had conversations with Home 
Again St. Johns so let’s get it out on the table. One of the things I understood that would be 
happening at this summit would be to leave our egos at the door. I left my ego out the door”. 
 
Ms. Gilman replied there is a mechanism that the HEARTH Act provided to allow the Lead 
Agency to be changed. As with all things HUD, it is difficult and has the potential to rip 
communities apart. 
 

If St. Johns County chooses to do it, the process must be well thought-out, transparent and 
inclusive so that everyone knows what is taking place. 



There are some really good reasons for St. Johns County to remain an independent CoC Lead 
Agency. A lot of which has to do with State funding. There is direct funding for CoC staff. If you 
merge you lose that funding. Additionally, you can only get so many Emergency Solutions Grants 
(ESG) per agency, so some of that funding will be lost. 
 

Ms. Gillman stressed the difficulty of coordinated intake. As a CoC you can ask providers to 
provided necessary reporting, but you cannot make them, unless they are receiving HUD funds. 
At that point you are reliant upon trust and relationships. 
 

• CoC Lead Agency Requirements: 

o Annual  point in time count (sheltered/unsheltered) 
o Must maintain and submit Housing Inventory accounts of all housing dedicated 

to homeless in your geographical area. 
o With your CoC Planning Board; create, rank, score and evaluate any applications 

for the CoC grant. 
o Write the CoC grant. 
o Submit the CoC grant. 

 Hold meetings with CoC Planning Board and any other 
applicable boards. 

 Administrative support in place for agendas, reminders, tracking 
goals and achievements. 

 Dedicated intakes and referrals. 
 Whatever additional tasks HUD requires. 
 Make sure the database being used is giving you what you need.  
 Enforce community standards through good will. 
 Monitor and measure. 

 Coordinated Intake is difficult for community agencies. Some agencies jump right in, some resist. 
The buy-in takes a lot of time and may take one-on-one meetings. 

Database discussion lead to Ms. Gillman explaining that if the database isn’t giving you what you 
need and you decide to switch, it would be best to dump the historical data, as it is unreliable 
and she recommended to make the switch before October 1st in order to sync up with HUD’s 
AHAR report. Switching databases would also require the termination of United Way. 

HMIS discussion ensued. This is a discussion for another day. The agency that holds the grant that 
provided the funds for the database can make independent decisions regarding switching 
database contracts. 

• Coordinated Intake, Assessment and Referrals: 

When the lead agency decides upon their intake system client assessment you alter how 
partnering agencies take on clients. The goal is still the same, getting people off the streets and 
into a job. It all comes down to communication and trust. 

 



TAKE AWAY 

Immediate tasks St. Johns County needs to accomplish  

o Begin to develop a skeleton for a strategic plan. 
o Assemble a group of current HMIS users to analyze where HMIS needs to be improved 

in order to deliver optimum performance. 
o Analyze coordinated intake: how will it work? How will it be staffed?  
o Identify all providers of homeless activities –COMMUNICATE.  
o Create a Continuum of Care Planning Board 

 Decide how the Board would like to rank and score submissions. 
 The CoC decides how to operate the CoC Board. 
 1-3 year plan is reviewed annually by the CoC Planning Board. The CoC 

Planning Board affirms who is going to be the HMIS Lead Agency. 
 Create understanding.  
 Create and designate roles and responsibilities. 
 Call first CoC Planning Board meeting. 
 Identify what funding is available. 
 Determine what models everyone agrees upon. 
 Are there any existing agencies that are interested or able to take it on? 

It is not recommended that the COC Planning Board be an appointed Board, for several reasons 
pertaining to advertisements, noticing and the infringement upon frank discussion. 

The Super NOFA should be released around September 1, 2014 so the formation of the CoC 
Planning Board should be task #1. 

 

Adjourn 


