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Executive summary

Southwest Florida faces a structural shortage of affordable housing combined with limited
permanent supportive housing (PSH) capacity and uneven access to coordinated services.
Point-in-Time (PIT) and local housing studies show persistent numbers of people
experiencing homelessness across the Naples/Collier, Ft Myers/Lee, and Punta
Gorda/Charlotte CoCs while regional housing supply and affordability metrics deteriorate.
These gaps create a bottleneck: strong outreach and crisis services exist in pockets, but
without more deeply affordable units and targeted PSH, returns to homelessness remain
high. (Sources: regional housing study, Collier snapshot, statewide CoC PIT table, FGCU
affordability brief, HUD inventory data).

Sources:
HUD Exchange
Home Coalition - Collaboratory

Collier County Affordable Housing
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Methodology & data sources

This analysis synthesizes the most recent regional housing study and local homelessness
reports (2024-2025 PITs, county snapshots), housing-market affordability research for
SWEFL, and HUD CoC housing inventory reports to identify where supply, programs, and
access fall short. Key sources: Home Coalition regional housing study (Feb 2025), Collier
2024 Homeless Snapshot, the 2024 PIT summary by CoC, FGCU SWFL housing
affordability brief, and HUD 2024 CoC Housing Inventory Count.

Sources:
HUD Exchange
Home Coalition - Collaboratory

Collier County Affordable Housing

Findings — gaps by domain

1) Affordable housing (supply & affordability)

Severe shortage of deeply affordable rental units. Regional housing analysis finds large
shortfalls of units affordable to extremely low-income households; housing production is
not keeping pace with population growth.

Sources:

Home Coalition - Collaboratory
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Rising cost pressures. Local market reports show affordability indices have worsened in
coastal counties (Lee, Collier, Charlotte), compressing options for households at risk of
homelessness.

Source(s):

Florida Gulf Coast University

Mismatch of unit types and needs. There are insufficient one-bedroom/unity-for-single
adults and accessible units for people with disabilities—key for moving chronically
homeless individuals into PSH.

Source(s):

Home Coalition - Collaboratory

Gap statement: Without substantial new permanent affordable supply (especially for ELI
households, singles, and accessible units), inflows into homelessness will continue
despite other interventions.

2) Programs available (inventory, coverage, design)

Limited Permanent Supportive Housing (PSH) relative to need. HUD inventory data show
PSH beds exist but are insufficient to house all chronically homeless individuals in the
region; capacity is concentrated unevenly across counties.

Source(s):

HUD Exchange
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Rapid Rehousing (RRH) capacity exists but is time limited. RRH programs help many
families/individuals exit shelter, but program design (short subsidy term) often fails to
prevent returns when rents remain unaffordable.

Source(s):

HUD Exchange

Gaps for specialized subpopulations. Insufficient dedicated resources for youth, survivors
of domestic violence, those with serious mentalillness or SUD needing long-term services
tied to housing. Local snapshots document these subpopulations still comprise a notable
share of the unsheltered.

Source(s):

Collier County Affordable Housing

Gap statement: Programs exist across crisis response, RRH, and PSH, but PSH capacity
and tailored program streams for high-need subpopulations are inadequate.

3) Service access (system level barriers)

Fragmented geographic access. Services cluster in urban centers (Naples, Fort Myers),
leaving rural/Immokalee and other outlying areas under-served. PIT and local notices
indicate disparate coverage.

Source(s):

Collier County Affordable Housing
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Coordinated Entry & data gaps. While coordinated entry processes are in place, triage-to-
housing timelines and referral pathways are impeded by waitlists and inconsistent HMIS
data completeness across providers.

Source(s):

Lee County Government

Barriers to access (transportation, ID, documentation, language). Practical access
problems—lack of transportation to intake sites, lost IDs, or limited hours—prevent many
people from engaging with available programs (noted in local outreach reports).

Source(s):

Collier County Affordable Housing

Gap statement: Even where programs exist, practical and system barriers prevent
equitable access — particularly for rural residents and non-English speakers.

4) Ending homelessness (outcomes & systems capacity)

Insufficient exits to permanent housing. PIT and HMIS-derived counts show that inflows
exceed sustainable exits to permanent housing, especially into PSH, meaning
homelessness remains a steady-state problem rather than declining.

Source(s):

National Homeless Information Project



SWFL REGIONAL
COALITION TO

END HOMELESSNESS
COLLIER M LEE

Prevention and diversion under-resourced. Preventing evictions and diverting people at first
contact are lower-cost and higher-impact strategies, but funding and legal/mediation
supports are limited relative to need. Regional housing affordability pressures raise
baseline risk of re-entry.

Source(s):

Home Coalition - Collaboratory

Gap statement: The system is strong at crisis response but weak at producing and
sustaining permanent housing exits at scale and at upstream prevention.

Implications — why these gaps matter

Costs: Continuing high shelter/ER/outreach costs plus social costs (health, public safety,
employment loss) will accumulate without more permanent solutions.

Equity: Rural and non-English speaking residents, seniors, veterans, and people with
disabling conditions face disproportionate barriers.

System strain: Programs (RRH, emergency shelter) are repeatedly used as stopgaps; staff
burnout and fragmentation risk program effectiveness.
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Recommended priorities & actions (practical / evidence-based)

Immediate (0—6 months)

Targeted bed/tenant prioritization plan: Use PIT and HMIS to create an agreed prioritization
to allocate any spare PSH slots to highest-need chronically homeless persons and
veterans. (Low cost; high impact).

Source(s):

HUD Exchange

Scale diversion & eviction prevention pilots: Fund legal aid, emergency rent/utility
assistance, and mediation in high-risk neighborhoods (Immokalee, parts of Lee/Collier).
Partner with county housing departments and nonprofits.

Source(s):

Collier County Affordable Housing

Service access fixes: Mobile intake/outreach hours, pop-up enrollment events, ID
replacement drives, and transit vouchers to reduce immediate barriers.

Source(s):

Collier County Affordable Housing



SWFL REGIONAL
COALITION TO

END HOMELESSNESS
COLLIER M LEE

Short-term (6-18 months)

Expand PSH capacity via mixed funding deals: Pursue layered financing (HOME ARP, state
Housing Trust, HUD CoC reallocation, LIHTC set-asides) to create new PSH units targeted
to chronic homelessness. Prioritize dedicated units in counties with highest unsheltered
counts.

Source(s):

Home Coalition - Collaboratory

Increase RRH stabilization length where evidence supports it: Pilot longer-term subsidies
(18-24 months) for households in high-cost neighborhoods to test retention
improvements.

Source(s):

HUD Exchange

Boost HMIS/data quality & coordinated entry capacity: Invest in HMIS training and low-
burden data entry to reduce referral friction and better track outcomes.

Source(s):

HUD Exchange
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Long-term (18+ months)

Regional affordable housing production strategy: Implement the Home Coalition’s
recommended action plan to produce deeply affordable units and preserve expiring
subsidies; prioritize units sized for single adults and accessible units. Explore land banking,
ADU/mini-housing pilots, and developer incentives.

Source(s):

Home Coalition - Collaboratory

Policy & zoning change advocacy: Work with counties to expand inclusionary zoning,
density bonuses, and expedited permitting for affordable projects; land use changes can
unlock new production more efficiently.

Source(s):

Home Coalition - Collaboratory

Sustainable funding plan: Build a multi-year revenue portfolio combining local general
funds, state grants, HUD CoC, philanthropic capital, and social impact investments to
stabilize prevention and PSH pipelines.

Quick metrics to track progress (dashboard suggestions)
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PIT unsheltered + sheltered totals (by county) — annual.
Source(s):

National Homeless Information Project

Number of PSH units available vs. number prioritized on vulnerability list — monthly.
Source(s):

HUD Exchange

Median days from referral to move-in (RRH & PSH) — monthly.
Source(s):

HUD Exchange

Eviction prevention cases closed with housing retained — quarterly.
Source(s):

Florida Gulf Coast University

HMIS data completeness and coordinated entry triage time — quarterly.
Source(s):

HUD Exchange
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Suggested next steps for the Coalition (practical)

Adopt a 12-month “Housing Push” plan combining diversion, a PSH pipeline sprint, and
expanded prevention funding.

Convene aregional developer+funders table to identify shovel-ready sites for
PSH/affordable units and match them with layered financing.

Apply for competitive state/federal projects immediately (HOME-ARP, HOPWA if eligible,
state housing trust rounds) with coalition-wide letters of support.

Source(s):

Home Coalition - Collaboratory

Publish a simple public dashboard (monthly HMIS and system metrics) to focus
stakeholders and attract new funders.

Limitations of this analysis

This is a high-level gaps analysis drawn from regional reports, PIT counts, HUD housing
inventory, and local snapshots available through 2024-2025. Local program capacities and
recent one-time investments (municipal appropriations, emergency ARPA uses, or private
donations) may have changed since the cited documents; the Coalition’s HMIS and county
housing offices hold the authoritative, current inventories and waitlists.
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Source(s):
Home Coalition - Collaboratory

Collier County Affordable Housing



