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Background Info and Context  
 
San Benito County is located in Northern California and is bordered by Monterey County to the 
west, Fresno and Merced Counties to the east, and Santa Clara County to the north. The 
county’s largest industry is agriculture, and the U.S. Census counted 59,414 total population as 
of July 2016. 
 
According to the American Community Survey, 10.8% of residents currently live below poverty 
level1. Further, the U.S. Department of Housing and Urban Development (HUD) estimates that 
2,536 individuals in the Salinas/Monterey/San Benito metropolitan region experience 
homelessness2. Among those experiencing homelessness in San Benito county, more than three 
quarters (77%) are unsheltered3. The County of San Benito’s Health and Human Services Agency 
(HHSA) has participated in the HUD federally-mandated point-in-time census counts of the 
homeless population. HHSA officials estimate at least 527 chronically homeless persons as of 
the 2017 Homeless Census. 
 
In recent years, the county’s proximity to the Bay Area -- about 45 mins drive to San Jose -- has 
created a bedroom community for the Silicon Valley job market. While the 2016 U.S. Census 
reports a median income of $71,077, this figure is representative primarily of the local 
population that commutes daily to high-paying jobs in Silicon Valley. The non-commuter 
population is composed of agricultural workers, retail workers, and other minimum-wage 
earners and has a median income considerably lower than the U.S. Census-reported median 
income. These socio-economic characteristics impact home affordability. In Hollister, the 
largest city in the county, home prices have more than doubled since 2011, and have risen by 
8% in the past year alone4, suggesting that the region’s affordability and homelessness 
challenges will continue without serious intervention from affordable housing developers and 
local government support.  
 
Recently, the HHSA, led by Director James Rydingsword, has participated in several anti-
homelessness initiatives. HHSA participates in HUD’s Continuum of Care (CoC), a federal 
program that provides resources for housing homeless individuals and expanding access to 
social service programs, while encouraging self-sufficiency. HHSA also participates in the 
California Department of Health Care Service’s Whole Person Care (WPC) Pilot Program, which 
seeks to improve coordination among health care and social services to more efficiently 
support high users of Medi-Cal and the most vulnerable, including ex-offenders. These efforts, 
along with various other initiatives in the county, underscore HHSA’s commitment to 
addressing homelessness. HHSA’s innovative strategies have already become a model for 
cooperation and coordination between county and city, as well as a unique opportunity to 

                                                      
1 American Community Survey. “2011-15 5-year estimates” 
2 U.S. Department of Housing and Urban Development. “2016 Annual Homeless Assessment Report” 
3 San Benito County. “2017 Homeless Census and Survey” 
4 Zillow.com estimates. https://www.zillow.com/hollister-ca/home-values/ 

https://www.zillow.com/hollister-ca/home-values/
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organize small counties in California to more competitively compete for state and federal 
funding. 
 
A central component of HHSA’s strategy is construction of the Homeless Opportunities Meals 
and Empowerment (HOME) Resource Center, a new community service center and homeless 
shelter in Hollister. No such facility currently exists in the county. Under Mr. Rydingsword’s 
leadership, the HHSA is working toward construction of the HOME Resource Center, which will 
accommodate up to 50 individuals nightly and offer on-site services, including support for 
victims of domestic violence and homeless youth. To date, the HHSA has purchased an existing 
building close to its headquarters, which will include an office for administration and social 
services, and a 50-bed shelter. Phase 1 is scheduled for completion in November 2017, with 
more phases scheduled in the coming years. 

San Benito County Human Services Agency (HHSA)  
 
The San Benito County HHSA, headquartered in the county’s largest city of Hollister, is 
designated by California’s Department of Community Services and Development as the county’s 
Community Action Agency, one in a national network of more than 1,100 such agencies that 
offer Head Start, family support, shelter services, veterans support, weatherization, health 
education, and more for disadvantaged individuals and families.  
 
The HHSA is led by James Rydingsword, a veteran of several county community action agencies 
across the state. His track record of success in developing community facilities, building 
effective social service programs, and leading innovative collaborations across various 
municipalities underscores the importance of strong, innovative leadership in taking on 
community economic development projects. His success at San Benito County’s HHSA has 
positioned the agency to take on new challenges, and has empowered the organization to 
develop a community service center and homeless shelter, as well as complimentary social and 
health services.  

A New Service Center for San Benito – A Brief History 
 
In February 2014, San Benito County’s Intergovernmental Committee requested the San Benito 
County HHSA to launch a comprehensive plan to solve homelessness in the county. This request 
was affirmed by the San Benito County Board of Supervisors. A partnership between the Board 
of Supervisors and the Hollister City Council was established to guide the effort. 
 
While HHSA was initially tasked with “solving” the homelessness crisis in the county, HHSA 
understood that there are no easy solutions for such a complex problem. Early on, the HHSA 
staff decided that a more accurate measure of success would be collective impact and 
collaboration with community partners. By adopting this approach, the team strategically 
worked with various partners across the City of Hollister, County of San Benito, and the State of 
California to maximize impacts and opportunities for success. After initial research and 
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assurances, HHSA convened community leaders to establish the San Benito County Homeless 
Services Planning Group, an advisory body that has now met monthly for more than two years. 
As construction ramps up for the new facility, the group meets semi-monthly to review, advise, 
and reach consensus. 
 
Empowered by the political will of the county and city, the planning group expanded to include 
approximately thirty individuals, including nonprofit representatives, low-income housing 
developers, planners, housing authority representatives, HHSA staff, representatives from a 
local food pantry, as well as local politicians and representatives from the business community. 
With strong political and community backing, the advisory group and HHSA took on two 
important tasks: searching for a site for the HOME Resource Center and conducting research 
and advocacy at the state and federal level to secure funding for its development. 
 
Finding a Location 
 
While there was strong political will to develop a new facility, finding a suitable location initially 
proved difficult. The City of Hollister did not want a shelter facility located near its downtown, 
which eliminated some potential locations. Over the early months, various sites around 
Hollister were explored, but were found not feasible. Most common were objections from 
neighboring businesses and residential neighborhoods. One potential site, for example, faced 
opposition from neighboring land owners, another site was ruled out due to objections of 
nearby business owners, and yet another raised vocal objections from residential homeowners 
and was therefore ruled out.  
 
After a long search, HHSA found a 12,800-square foot former machine shop suitable for 
redevelopment as the new shelter and service center. The building is very close to HHSA’s 
existing offices and the acquisition cost an estimated $765,000.  
 
While finding the site was challenging, HHSA staff quickly realized the building’s broader 
potential to serve the region. Its size will allow for construction of the full homeless service 
center and shelter, along with kitchen space and plenty of space for future expansion.  
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James Rydingsword (left) and Jose Vasquez (right) lead a tour 

of the future site of the HOME Resource Center. 

 

 
Future site of the Community Service Center (top left structure) and its location next to the  

Community Food Bank (center left) and existing County HHSA offices (red roof, bottom center). 
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Finding Funding 
 
As plans progressed for the overnight shelter and service center, HHSA staff advocated on 
behalf of the project and worked to secure support from state and federal policymakers. 
Multiple meetings and conversations in Sacramento resulted in a successful application for a 
$1.4 million HUD Community Block Development Grant (CDBG) in 2014. HHSA also secured a 
$1.6 million CDBG allocation in 2016, totaling $3 million to purchase and fund construction. 
Utilizing the technical services of a competent grant consultant was instrumental in moving 
from an organizational vision to an effective fundraising and development strategy that has 
produced real outcomes. 
 
To support development and operation of the facility, HHSA also secured multi-agency 
operational grant funding of more than $5.5 million for year-round supportive shelter services 
and a mix of multi-agency services. Altogether, HHSA secured funds from CDBG, California 
Department of Health Care Services Whole Person Care Demonstration Grants (WPC), California 
Housing & Community Emergency Solutions Grants, and the California Medical Services 
Program (CMSP) Grant funds. This mix of funds is targeted to individuals and families 
experiencing homelessness, are at risk of homelessness, are high users of multi-agency services, 
or who may have a connection with the criminal justice system. The team’s success in 
identifying grants and program funds has ensured that the HOME Resource Center will be paid 
for by state or federal grant funds. The county used no general funds for the facility.  
 
With funds committed and with a site identified, HHSA has embarked on a multi-year process 
to develop the HOME Resource Center in Hollister, which will offer a range of programs to 
comprehensively support the most disadvantaged populations. The facility will offer social 
services, services for victims of domestic violence, food programs, and more with subsequent 
expansion.  
 
Whole Person Care – Innovation, Collaboration, and Collective Impact 
 
While San Benito County HHSA has been very successful in securing funds for the HOME 
Resource Center, the agency is also working to address homelessness and social service delivery 
in new, innovative ways. The State of California’s Whole Person Care (WPC) Demonstration 
Grant, administered by the California Department of Health Care Services, supports the 
development of pilot programs that better coordinate health, social services, behavioral health 
services, and housing to more effectively assist high users of Medi-cal who have poor health 
outcomes. This coordination relies on a collaborative approach with local health related 
departments, local Hazel Hawkins Memorial Hospital and related community partners. In San 
Benito County, HHSA has taken on a leadership role in organizing a consortium of service 
providers while developing and leading new program methodologies that prioritize collective 
impact and collaboration. 
 
A critical component of San Benito’s WPC pilot project has been its leadership in establishing 
the California Small County Collaborative. No small counties applied for the first round of WPC 
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funding in 2016, largely due to complicated matching fund requirements and an onerous 
application process that larger counties are more suited to take on. This left many small 
counties out of the program.  
 
In response to this challenge, HHSA began HHSA began a campaign of advocacy towards state 
officials while reaching out to other small counties across the state. In 2017, three counties, 
including Las Plumas, Mariposa, and San Benito, established the California Small County 
Collaborative and successfully applied for WPC funding (nearly $5 million over five years to San 
Benito County), awarded in July 2017. The collaborative is currently going through an 
implementation period, consisting of hiring staff, securing a modern data collection and 
reporting system, and securing community partner relationships. The success of the group 
highlights the benefits of collaboration and signals the ability of California’s smaller counties to 
compete with significantly larger metro areas of the Bay Area, San Diego, and Los Angeles5. 
 
In San Benito County, HHSA leads a locally-based network of community partners and various 
partnering entities to meet the goals of the WPC program. The San Benito group is committed 
to supporting the partnership and increasing community cohesion, while developing innovative 
strategies that more efficiently use resources, more effectively coordinate health care and 
social services, and prioritize client-focused holistic programs and approaches. This supportive, 
integrated approach will be a critical component in programs and services at the HOME 
Resource Center.  
 
  

                                                      
5 The consortium also includes access to an integrated health services data sharing system, which streamlines data 
sharing among small counties in the consortium. As a group, counties would share the costs of implementation of 
new management systems.  
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Development Steps and Financing 
 

 
Sources for Phase 1 and 2 development of San Benito County’s HOME Resource Center.  
For a detailed breakdown of Phase 1 sources and expenses, please see the Appendix. 

 
Phase 1 
Using CDBG grant funds and county funds, HHSA purchased an existing 12,800 square foot 
building in Hollister and will redevelop it to offer 50 beds for adults, as well as administrative 
offices for facility staff. Phase 1 includes development of shelter facilities and showers for men 
and women, intake and office space, and a whole person care center to provide health services. 
Phase 1 will develop approximately 4,800 of the 12,800-square foot building. 
 

Source Phase 1 Phase 2 

Construction 
  

Community Development Block 
Grant (HUD) 

$1,500,000 $1,500,000 

County of San Benito HHSA $292,000 - 

Construction Total $1,792,000 $1,500,000 

Operations 
  

Emergency Solutions Grants (HUD) $98,000 - 

Community Development Block 
Grant (HUD) 

$200,000 - 

Social Services / Public Health 
Program Realignment 

$65,000 - 

CA AB 109 $35,000 - 

City of Hollister $200,000 - 

State of CA Whole Person Care - $1,000,000 

CA Proposition 47 - $333,000 

County Medical Services Program - $75,000 

Operations Total $598,000 $1,408,000 

Total $2,390,000 $2,908,000 
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Total development cost for phase one will be $1.85 million, with another $500,000 needed for 
operations. With two CDBG grants and WPC funding in place, HHSA has released a request for 
proposals for Phase 1 construction. Construction is scheduled to begin in fall of 2017.  
 

 
Floor plan of San Benito County’s HOME Resource Center 

 
Phase 2 
A range of options are being considered for Phase 2. The development team has secured a $1.5 
million allocation from CDBG in 2016, which will fund additional construction. HHSA is exploring 
a full commercial kitchen for potential job training and entrepreneurship programs. 
 
With Phase 2, the development team will accommodate additional supportive services to help 
keep individuals and families out of homelessness. This includes workforce development 
programs and resources to help individuals find employment, training, and sustainable housing. 
 
Phase 3 
The development team is considering another expansion that would add transitional housing to 
the HOME Resource Center. While no present funding sources are committed, a grant 
consultant and the development team will explore additional funding opportunities. 
Transitional housing would complement the HHSA’s commitment to a Housing First Policy, 
while making full and effective use of the entire 12,800 square foot service center. 
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Operations 
HHSA has identified a private-sector, nonprofit operator from the region to run day-to-day 
activities and programs. The nonprofit will bring social service and management experience, as 
well as fundraising expertise to support operations. This organization will also operate the 
facility’s kitchen facilities and administer workforce development and entrepreneurship 
programs to be incorporated in the second phase. It may also manage transitional housing units 
in the future. 
 
Other Potential Partnerships (Operations) 
A Food Pantry next door sells 120 pounds of food for about $20 and is interested in working 
with the HOME Resource Center. The facility will also be located next door to HHSA’s existing 
offices and facilities, which will allow for some flexibility in social service programs and staffing. 
 
Potential for New Markets Tax Credits 
The New Markets Tax Credits (NMTC) program is administered by the U.S. Department of 
Treasury’s Community Development Financial Institutions (CDFI) Fund. The NMTC program 
incentivizes investment in distressed communities by allowing private investors to receive 
federal tax credits in exchange for making equity investments in specialized financial 
intermediaries, known as Community Development Entities (CDEs). NMTC awards are highly 
competitive and difficult to obtain. While they are not feasible for every project, they can be an 
important tool to fill financing gaps late in the development process. To be eligible for NMTC 
funding, the project must meet several requirements, including: 
 

1. The project must be located in an eligible census tract. 
2. The eligible basis (expenses eligible for funding under the NMTC program) must be more 

than $5-6 million. 
3. If construction has already begun, expenses are eligible for NMTC funding only if they 

occur within 24 months of an NMTC agreement. 
4. Financial institutions receive NMTC awards, and this recipient financial institution must 

be interested in allocating credits to the specific project. 
 
The project must be in an eligible census tract (number 1 above), which is also assessed by 
degree of distress. Highly distressed or severely impacted tracts have a higher percentage of 
individuals living below the poverty line, and are preferable to most CDE investors. There are 
special circumstances which will qualify tracts as highly distressed (more information on this 
can be found on the Treasury’s website). There are also qualifiers based on who the project 
primarily benefits (if it benefits very low-income populations). Organizations (developers) must 
identify CDEs willing to make a case to their investors for commitment to a CED project. 
 
Even if a project meets the first three requirements, the final hurdle (number 4 above) simply 
cannot be controlled by a nonprofit developer. The NMTC-awarded financial institution has full 
discretion in the projects it wishes to support. Therefore, the project team will seek other 
public and private resources to fill the project financing gap while exploring NMTC potential. 
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The HOME Resource Center’s first phase project cost is $1.85 million, significantly below the 
required eligible basis of $5-6 million. A possible strategy would be to aggregate other county 
projects into a single NMTC offering. Local governments are eligible development entities; 
however, this strategy is difficult and requires that projects be developed in the same time 
frame, be in very close proximity, and have a common ownership entity (i.e. the same general 
partner). 
 
For the HOME Resource Center, Phase 1 will cost $1.85 million plus an additional $2+ million for 
the buildouts of phases 2 and 3. Securing funds for transitional housing could total $2 million, 
which, combined with the planned development of a health care facility next to existing offices, 
would put the combined project costs over the required $5 million threshold. For this scenario, 
there would need to be coordinated planning, timing, and project structuring. The county is 
also considering a strategy to separate the projects to different ownership entities after the 7-
year NMTC partnership. 
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Key Lessons  
 
Leadership 
Community economic development projects are very complex and take time. Thus, strong and 
stable leadership is a critical component to achieving success. The HOME Resource Center 
would not be possible without the strong, consistent leadership at the HHSA. HHSA’s James 
Rydingsword has spent more than 25 years as a human services executive in California and 
Oregon, including managing small to large organizations’ welfare programs, child welfare 
services, mental health administration, and aging and disability services. He is an expert in 
organizational development and administration, and played a critical role in preparing HHSA 
invest in a homeless shelter and service center. His advocacy expertise was also integral to the 
formation of the California Small Counties Collaborative.  
 
HHSA’s grant-writing consultant, Jose Vasquez, is a CED veteran who has spent decades in real 
estate development with the Mexican American Community Services Agency, Inc. and the 
Community Housing Improvement Systems and Planning Association, Inc. (CHISPA), two well-
respected CED nonprofits in Northern California. The efforts of Mr. Rydingsword’s leadership 
and advocacy skills and Mr. Vasquez’ technical skills to build community partnerships, organize 
and secure political will, and advocate for funding early in the process have proven essential to 
the development of the project.  
 
While the development team has met its share of roadblocks, including a lengthy search for a 
suitable site, it has continued to be resourceful and tenacious in achieving its goals. To develop 
a successful project, organizations must have some institutional expertise and a willingness to 
bring in specialized experts to take on highly technical and complex project components.  
 
Engage the Community Throughout 
HHSA’s leadership stresses the importance of staying active, visible, and connected to the 
community, especially as a convener for broader conversations about meeting the needs of the 
region’s underserved. This engagement has bolstered the community’s trust of HSAA, and has 
allowed HHSA staff to more effectively tailor its services toward specific needs.  
 
By taking on the role of a community convener, community action agencies and neighborhood-
based nonprofit organizations can hear about issues affecting the community, directly from its 
residents. This also allows organizations to build important partnerships with other community-
serving institutions or nonprofits to address those challenges. Due to their broad programmatic 
work, community action agencies are often in a strong position to convene these discussions 
and take the lead in forming partnerships to elevate their communities.  
 
Political Will 
The HOME Resource Center would also be impossible without the political backing of both the 
County of San Benito and the City of Hollister. From early on, HHSA’s leadership used its 
connections to local policymakers and state agencies to educate and clarify the need for a 
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homeless shelter and service center in Hollister. CED projects virtually always require careful 
coordination of community support, financial capability, and political will to be successful. 
HHSA stated from the start that there would be no project without political support. 
 
While both the City of Hollister and County of San Benito came together to recognize the 
importance of a service center and shelter in the area, their involvement throughout site 
selection, the fundraising process, and in community engagement has proven invaluable. The 
political will has supported HHSA in moving forward with its plans, while also enhancing its 
ability to secure larger grants and funds.  
 
Partnerships 
Some community economic development projects, such as homeless shelters, service centers, 
and low-income housing projects, tend to raise concerns and possibly backlash from nearby 
residents and business owners. While this can be a difficult challenge to overcome, community 
outreach, transparency, and regular engagement are critical components to overcoming 
challenges and broadening public support for needed and impactful projects.  
 
HHSA’s efforts to democratize the decision-making process, first by working with the Homeless 
Services Planning Group and later with the California Small County Consortium, have brought 
valuable expertise, resources, and visibility to this project. The Consortium is a new, innovative 
model for collaboration among small counties and will offer additional benefits to participating 
counties into the future through the Whole Person Care program. This new approach, which 
prioritizes and awards collaboration, is an important model that empowers smaller counties to 
develop innovative solutions to more efficiently serve their communities.  
 
Financing Structure 
All of the factors noted above, and especially having strong partnerships and leadership, 
enabled the project team to identify and secure funding that did not require local match funds. 
Due to its creative financing structure, securing of public grants, and cultivated relationships 
with the State and City of Hollister, San Benito County will not use any county general funds for 
the HOME Resource Center. This has been a strong messaging point and has cultivated a broad 
base of community support for the project while bolstering the support of County leadership. 

Interviewees 
 
James Rydingsword 
Director, San Benito County Health and Human Service Agency (HHSA) 
 
Jose Vasquez 
Grant and Project Development Consultant 
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Appendix 
 
Phase 1 Operations -- Source and Uses  
The table below is a breakdown of San Benito HHSA’s anticipated budget for Phase 1 of the 
HOME Resource Center. Phase 1 will include five new staff positions to manage day-to-day 
operations. 
 

Emergency Solutions Grants (HUD) $98,000 

Community Development Block Grant (HUD) $200,000 

Social Services / Public Health Program Realignment $65,000 

CA AB 109 $35,000 

City of Hollister $200,000 

Total Income $598,000 

Staff – Manager (1) $79,859 

Staff – Shelter Monitors (4) $226,587 

Administration $122,578 

Other $32,625 

Security Contract $75,000 

Food $60,000 

Facility Operation $21,000 

Total Expenses 596,650 

Balance $1,350 


