MEMORANDUM
Date: June 29, 2021

To:

The Honorable Chair and Members
Pima County Board of Supervisors

Re:

Pima County Housing First Program Sustainability & Gap Funding Needs

From: C.H. Huckelberr~~
County Adminiso//

p

Pima County Housing First (PCHF) is approaching the conclusion of its two-year pilot
program. In order to establish proof of concept, the PCHF pilot was financed through July
1, 2021 via Pima County general funds . We have determined that the program is not only
viable but successful, as it has positively impacted the lives of individuals experiencing
chronic homelessness in our community, as well as improving community safety and
reducing costs to the justice system . We seek now to identify both short- and long-term
funding to maintain program operations.
The RAND Corporation, independent evaluator for PCHF, submitted an interim report in Fall
2020 . As of June 2020, RAND cited that programmatic expenditures were $627 per
participant per month - roughly equivalent to the cost of the first two days of detention in
our jail (and estimated that programmatic costs would reduce more over time). RAND also
noted that PCHF participant utilization of Tucson Police Department services (quantified as
officer time, via arrests, outreach, or deflection) after program enrollment reduced by 61
percent, and utilization of the Pima County Sheriff's Department services (quantified as
booking fees and daily rate costs, which in most cases would have otherwise been passed
on to the arresting jurisdiction) reduced by 58 percent. Furthermore, PCHF participants also
utilized Pima County Pretrial Services 72 percent after program enrol lment. RAND states
that, for each individual enrolled in PCHF, the reduction in costs to the criminal justice system
is over $4,000 in savings.
It is clear from these results that PCHF should continue beyond pilot phase. Our Criminal
Justice Reform Unit (CJRU) now seeks to identify diverse sustainability resources including
grant applications, federal housing funds, and local contributions in order to sustain the
program after July 1, 2021. The attached memo from Assistant County Administrator
Wendy Petersen outlines measures taken to date and ongoing strategies to finance the
supplemental services PCHF provides.
These new funding opportunities, if awarded, will help to support PCHF - however they will
not cover the entire cost of the program. Further, we will not know the outcome of the
federal grant submission until later this year. As long-term funding strategies are still being
formulated , PCHF requires short-term funding to sustain its existing participants and
services.
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Contributions to PCHF from July 2019 through June 2021 are as follows:
•

Pima County: $1.5 million per year for a total of $3 million. The majority of the funding
has been distributed to Old Pueblo Community Services (OPCS) to support "bridge
housing" (short term housing while participants wait for permanent housing
placement) , intensive case management and treatment coordination , and other
supportive services. Pima County has also provided a Program Coordinator to oversee
PCHF administration.

•

City of Tucson (COT): COT serves as the Housing Authority for our community; as
such they coordinate and distribute "Section 8" housing vouchers on behalf of the
federal entity, Housing and Urban Development (HUD) . These vouchers pay only the
monthly rent costs once a participant has been placed in permanent housing ; 70
percent of the rent is paid via federal funds , up to 30 percent is paid by the participant
(however, it may be less depending on the individual's income). In addition to
providing vouchers, COT's Housing Department has also played a valuable role in the
program, providing technical assistance and guidance throughout the pilot.

Our Grants Management and Innovation (GMI) Office, which provides fiscal administration
and oversight for PCHF , estimates that up to $500,000 is needed to maintain current
participants and service levels from July 1 , 2021 through October 1 , 2021 (the projected
start date of federal grant funding, if awarded) . While long-term sustainability planning won't
be possible until outcome of the grant application is known , it is imperative that short-term
funding for PCHF be identified .
Potential resources for this gap funding include, but are not limited to:
•
•
•

Cost sharing among justice system partners who have fiscally benefitted from the
savings identified by the RAND report;
Federal housing funds , such as the American Rescue Plan Act of 2021 (ARPA); and,
Pima County general funds, as payer of last resort .

Independent evaluation demonstrates that the City of Tucson benefits financially from both
the reduction of police officer time, as well as avoided jail booking and daily rate costs . It is
my recommendation that we pursue a financial contribution from the City of Tucson to help
offset costs of PCHF. Any member of the Board can place this item on a future agenda to
provide direction as to your preference to either continue or discontinue the program as well
as provide direction regarding a funding source for the program if it is to continue.

Attachment
c:

Jan Lesher, Chief Deputy County Administrator
Wendy Petersen , Assistant County Administrator for Justice and Law Enforcement
Kate Vesely, Director of Justice Reform Initiatives
Regina Kelly , Director, Grants Management and Innovation Office

