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DATE: July 22, 2025
TO: Honorable Mayor and City Councilmembers
FROM: Deyanira Brito, Senior Management Analyst
SUBJECT: Homeless Programs and Services Report
RECOMMENDATION:

That the City Council receives the homeless programs and services report, and provides
feedback, recommendations, and direction on homeless-related programming and funding.

BACKGROUND:

This agenda item serves as the biannual homeless programs and services report, providing a
summary of how the City of El Cajon ("City") continues to address homelessness through
federal, state and local funding, and active collaboration with service providers and City
departments. This report encompasses key accomplishments and highlights, a description of
services carried out by service providers and City Departments for the reporting period from
January 1, 2025, through June 30, 2025, and programmatic information that includes a
comprehensive report.

Key Accomplishments and Highlights
Over the course of the past six-month period:

e The City has thirteen active homeless-related programs and services,

e Programs and services are implemented by six service providers and two City
departments,

e Funding sources used include Community Development Block Grant (CDBG), Low and
Moderate Income Housing Asset Fund (LMIHAF), Permanent Local Housing Allocation
(PLHA) and the General Fund,

o A total of $1,009,720 was allocated for these programs,

o A total of $950,992 was expended through these programs,

¢ A total of 180 individuals were placed into permanent housing,

o A total of 146 individuals were placed into bridge/transitional housing, and

o A total of 506 individuals were placed in emergency shelter.

Homeless Services Programs by Provider (Alphabetical Order)
The following summarizes the work of the six service providers employed by the City, providing
eleven of the thirteen active homeless programs:

Crisis House
Crisis House implemented two programs during the reporting period: Case Management
Services for the Emergency Sleeping Cabins and Homeless Outreach.



The Emergency Sleeping Cabins program is designed to provide transitional housing, not to
exceed 90 days, for individuals and families residing in the cabins located at Meridian Baptist
Church. This program not only assists with temporary housing, but also provides essential
services such as food, restrooms, shower facilities, case management and wrap-around
services to successfully overcome housing barriers and secure housing. Crisis House has
implemented this program since May 2024. Additionally, during FY 2024-2025, Crisis House
was allocated a total of $20,721 in PLHA funding for the upcoming fiscal year. With these
additional funds, Crisis House will be able to provide rapid re-housing services to assist
individuals and families with security deposits for easier access to permanent housing solutions
from the cabins.

Homeless Outreach has been provided by Crisis House since 2021 as a result of the City
Council approving $700,000 in CDBG funds to assist Crisis House in acquiring a new site to
serve the community of EI Cajon. In return for the City's assistance, Crisis House agreed to
serve El Cajon residents for a 10-year period (expiration year 2031). Crisis House provides
services to homeless persons and victims of domestic violence. Individuals assisted through
Crisis House homeless outreach have been connected with other resources provided by El
Cajon service providers.

East County Homeless Task Force (ECHTF)

ECHTF implemented one City-funded program during the reporting period. The ECHTF's four
main areas of work are to convene, inform and engage community members about issues,
impacts and potential solutions around homelessness and housing insecurity and

to advocate for policies that can result in a decent home for all of our neighbors. ECHTF's core
vision is to have regular gatherings of stakeholders.

East County Transitional Living Center (ECTLC)
ECTLC implemented two City-funded programs during the reporting period: Homeless
Outreach and Emergency Shelter.

The Emergency Shelter program is designed to provide emergency shelter, not to exceed an
initial 90 days, for individuals and families. This program not only assists with temporary
housing, but also provides essential services such as food, shelter, life skills, case
management and other wraparound services to successfully overcome housing barriers and
secure housing.

The Homeless Outreach program consists of street-based outreach and case management
services. Outreach is provided in the form of pop-up events throughout the City to highlight the
various programs and resources available at ECTLC, as well as street-based outreach. Persons
taking advantage of such services at ECTLC and that are connected through outreach, also
receive person-centered case management that leads to a path of self-sufficiency.

In addition to the City-funded programs listed above, ECTLC implements three other programs
that are faith-based: Family Restoration One-Year Program, Single Men’s One-Year Program
and Single Women’s One-Year Program. Program participants also have access to ECTLC’s
six-month job training program.



Home Start, Inc.

Home Start, Inc. implemented four City-funded programs during the reporting period: Homeless
Outreach, Case Management Services, Rapid Re-Housing Rental Assistance and Emergency
Housing Placements.

The Homeless Outreach Program consists of street-based outreach in coordination with the
City Police Department’s Homeless Outreach Team. Street Outreach includes engaging with
clients who are seeking services to transition from living on the streets to being housed in an
emergency shelter, transitional housing or permanent housing. Clients who engage with the
homeless outreach team move to receive case management services.

The Case Management Services Program provides clients who were contacted during an
outreach event or through an intake process with an array of services to access wraparound
services for self-sufficiency, access to mental health and substance abuse programs, childcare
referrals and employment training.

The Rapid Re-Housing/Rental Assistance Program provides rental assistance for a minimum of
six months or one-time rental assistance or rapid re-housing assistance to homeless individuals
or families earning less than thirty-percent of the area median income ($34,750 for a household
of one and $49,600 for a household of four). The purpose of this program is housing stability
and to allow a household to move into permanent housing. The Emergency Housing Placement
Program provides assistance for clients to be temporarily housed until their permanent housing
unit is ready for occupancy.

Interfaith Shelter Network (ISN)

ISN implemented one City-funded program during the reporting period. The Rotational Shelter
Program consists of providing seasonal, nighttime shelter for homeless individuals and families
at East County area places of worship that volunteer to provide shelter, meals and support.
Seasonal shelter takes place between the end of January and the end of March each year.

The Salvation Army

The Salvation Army (TSA) implemented one City-funded program during the reporting period.
The A Way Back Home Program provides assistance with transportation, food and sometimes
an overnight stay while en route. Each individual that is reunited with family is provided
follow-up case management at 3 months and 6 months after reunification to ensure a successful
outcome in the clients’ long-term stability.

Homeless Services Programs by City Department (Alphabetical Order)
The following are two programs managed by City departments:

El Cajon Police Department

As part of the City’s ongoing commitment to addressing homelessness, the Police Department
continues to partner with homeless service providers on a weekly basis to support outreach and
engagement efforts. These coordinated operations occur every Friday and focus on building
rapport, offering services, and connecting individuals experiencing homelessness with available
resources.



When law enforcement personnel are unavailable, service providers proceed with planned
outreach events independently to ensure consistent service delivery. The City contributes to
these efforts by allocating up to six police officers for each event, typically for a duration of three
hours. Staffing levels may vary based on operational demands and officer availability, with a
minimum of two officers present, when possible.

Funding for this program is provided through the City’s General Fund, with total costs
dependent on the number of outreach events attended and staffing levels. These outreach
operations continue to be a key component of the City’s broader strategy to promote public
safety and connect vulnerable individuals with housing and support services.

Quality of Life Team

The Neighborhood Quality of Life Team ensures that the City's parks, right-of-ways, and
drainage channels are clear of debris and trash. This team is supported by a contract for
cleaning services with Urban Corps.

Programmatic Information

A summary report of accomplishment data is included in Attachment 1 and provides an
overview of how funds are expended, program goals and objectives, and data. In addition to the
accomplishment data, a description of key homeless outreach events is included, a summary of
how staff monitors programmatic performance, the City Manager’s overview and comments,
recommendations for the new fiscal year and an overall conclusion.

Homeless Outreach Events
Three Homeless Outreach Events were held during the reporting period in the City of EI Cajon.

Project Homeless Connect (May 9, 2025)

This event brings necessary services to the men, women, and families in our community in one
location, on one day. Each year, more than 35 service providers, non-profit groups,
congregations, and government agencies attend and 175 people participate. This
comprehensive resource fair provides: connections to housing, DMV/California Identification
vouchers, social security card replacements, employment, haircuts, hygiene kits, veterans
assistance, Medi-Cal/CalFresh enroliment, personal storage, legal aid, clothing, mobile medical
clinic, mental health counseling, pastoral care, substance abuse and mental health services, pet
sitting, and more.

East County Community Resource Fair (April 23, 2025)

Held at the East County Regional Center and hosted by the County of San Diego Probation
Department, the second annual East County Community Resource Fair brought together more
than 90 service providers to support community members and people on probation. More than
300 people attended the free event located at the El Cajon Courthouse. Youth and adults
connected with services and explored resources, including employment resources, medical and
dental care, mental health support, legal aid, housing, job assistance, substance-use treatment
programs, CalFresh, access to food, clothing, tattoo removal and haircuts, sports programs,
rehabilitation programs and education resources.

Homeless Court (February 28, 2025)
Court community pop-up resources fair on February 28 at the center’s headquarters. These
pop-up resource fairs rotate throughout San Diego County to offer information and guidance to



help attendees clear legal barriers and receive services. These free events let attendees clear
warrants through the San Diego Homeless Court program, enroll in public assistance benefits
and housing negotiation through the San Diego County Office of Homeless Solutions and
Equitable Communities, print official San Diego birth documents through the San Diego County
Recorder/Assessor’s Office and receive additional critical need services.

Monitoring of Programs

Monitoring of all City-funded programs that were active during FY 2024-2025 will take place
during FY 2025-2026 to ensure all service providers are meeting compliance with local, state
and federal regulations. Additionally, monitoring ensures there is no duplication of benefits and
that all services are provided to El Cajon residents. Funding sources that will be expected to
complete monitoring include CDBG and PLHA. Monitoring may be completed by City Staff or by
a consultant.

Follow-Up from City Council Action Plan

At the May 27, 2025, City Council meeting, staff provided an update on several City Council
Action Plan initiatives and sought direction on multiple items related to homelessness. As part of
that agenda item, staff also shared concerns about the accuracy and usefulness of the most
recent Point-in-Time (PIT) Count conducted by the San Diego Regional Task Force on
Homelessness.

During the discussion, the City Council directed staff to return with additional analysis on the
following topics:

1. The feasibility of conducting a City-managed homeless count;

2. The possibility of operating a storage system for personal belongings removed from
encampments;

3. And, if the City Council were to allocate $500,000, $1 million, or $1.5 million in new funds
toward homelessness efforts, an analysis of how staff would recommend using those
funds.

City-Managed Count & San Diego Rescue Mission Offer

Staff expressed concern that the current countywide Point-in-Time (PIT) count lacks accuracy
and fails to provide data that supports meaningful, local policy development. Conducting a
City-managed homeless count—on a quarterly basis—would give the City more control over the
data collection process, improve accuracy, and reveal seasonal patterns in homelessness
trends. It would also enable the City to ask more targeted questions that better inform
programming decisions.

Unlike the current PIT survey, a City-led count could include more in-depth, actionable
questions such as (staff recognizes that not all of these questions can be answered in one
interview):

e How long the individual has experienced homelessness (find out about cycles or patterns
of homelessness);

e How long have they been homeless in El Cajon;

e Primary cause(s) of their homelessness;

o Family in the region;

e Veteran status;

e Accessed shelter space before;

e Whether they were homeless before arriving in El Cajon and, if so, for how long;

e How they arrived in El Cajon (e.g., via a program, public transit, a friend, etc.);



o Patterns of substance or alcohol use;

o Mental wellness diagnoses or challenges;

e Barriers to employment and/or housing;

e Whether they are currently seeking shelter or prefer to remain unsheltered;

e Preferred types of housing (shelter, emergency cabin, safe parking) and barriers to
accessing or choosing these options;

e Whether they have identification or documentation needed for services;

o Whether they are connected to any case management or outreach services;

o Whether they are currently receiving any medical treatment, and if so, how are they
accessing it? (are they relying on 9-1-1 and emergency room for this service);

e Are you receiving any form of income;

e Demographic information (gender, age, veteran status, ethnicity).

Staff has developed a prototype mobile phone app to support this effort. The app allows for
digital survey collection and geographic tagging of individuals. Staff recommends using a
dedicated team of trained City employees to conduct early-morning counts. Staff estimates that
the cost to operate a quarterly count would only be staff time without any additional costs.

In addition, the San Diego Rescue Mission has offered to provide a weekly mobile shower
service in the City—at no cost. The service would operate four hours per week at
City-determined sites. Rescue Mission staff would also offer shelter placement services, basic
healthcare in partnership with Molina Health, and maintain a "By Name" list to track individuals’
needs and progress. This list would be shared with the City and the information gathered by the
Rescue Mission will help the City gain insights on needs which will help the City take the most
effective policy approaches to reducing homelessness.

Storage Program

After completing an analysis, staff does not recommend pursuing a City-managed storage
system for items removed during encampment cleanups. When the City previously attempted
such a program, it resulted in frequent break-ins at the Public Works Yard, disputes among
individuals over ownership of items, and significant staff time spent documenting, managing,
and securing stored property. In reviewing other storage facility operations, staff has learned
that storage facilities may become contaminated with bed bugs and other vermin, creating
public health and sanitation concerns. Additionally, the operational costs would be
substantial—requiring facility space, security, dedicated personnel, and a tracking
system—without helping to solve a problem. Staff estimates the cost to operate a storage
program would be approximately $165,000 annually.

Further, staff's research led to a ProPublica study that showed retrieval rates are low, meaning
the City’s expenditure is not really helping those whose items were cleaned up. The study
shows that over a 12-month period in Portland, OR only 4 percent of the items were reclaimed;
in San Francisco, 12 percent of items were retrieved after an 18-month study; and in Anaheim,
almost no items were retrieved over a 16-month period. If retrieval rates are as low as the
ProPublica study suggests, the City would incur significant costs without resulting in much
benefit.

For these reasons, staff does not believe a storage program would be a practical or effective
use of City resources.



Additional Funding Option

The City Council requested staff input on how additional funding—$500,000, $1 million, or $1.5
million from the General Fund Reserve—might be deployed to address homelessness. At this
time, staff does not recommend allocating funds without further data. By first conducting a
City-managed homeless count and analyzing data from the Rescue Mission’s By Name List, the
City will be better positioned to target investments where they can have the greatest impact.

Recommendations
Staff suggests the following seven recommendations:

e Continue funding the homeless programs described above, administered by service
providers and City departments, contingent upon available funding;

e Continue to seek new funding opportunities when feasible to augment existing efforts;

o Continue financial support for the East County Homeless Task Force;

e Continue support for the Emergency Sleeping Cabins;

o Staff to continue to provide updates on all programs every six months;

o Initiate a pilot program to conduct a City-operated homeless count twice over the next six
months; and

¢ Allow the San Diego Rescue Mission to conduct a weekly shower event in the City.

Conclusion

The City of El Cajon remains committed to addressing homelessness through a coordinated
network of programs, dedicated service providers, and City Departments working collaboratively
to deliver a continuum of services. City Council’s feedback, recommendations, and direction will
guide staff in refining and enhancing these efforts to best serve the community’s needs and
achieve positive outcomes for individuals experiencing homelessness in El Cajon.

CALIFORNIA ENVIRONMENTAL QUALITY ACT:

The action being considered by the City Council is exempt from the California Environmental
Quality Act ("CEQA") because it is not a “project” under Section 15378(b)(5) of the State CEQA
Guidelines. The action involves an organizational or administrative activity of government that
will not result in a direct or indirect physical change in the environment.

FISCAL IMPACT:
No fiscal impact.

Prepared By: Jose Dorado, Housing Manager and Deyanira Pelayo-Brito, Senior
Management Analyst

Reviewed By: Anthony Shute, Director of Community Development
Approved By: Graham Mitchell, City Manager

Attachments
Homeless Update Jan-June 2025 Annual Report



