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[Stacey Matthews] Good afternoon, everyone. I hope everyone enjoyed lunch. Got a chance to 
stretch his legs. Take a little bit of a break, enjoy the music in the other room. My name is 
Stacey Matthews. I'm going to be one of your presenters today, for HMIS governance 101 office 
hours, and I have with me over here our panelists who are also equally awesome. Shante Smith 
from Abt Associates, and Colin Welley from Home Base, and we are really excited to be with 
you. We know that this is your favorite subject. Everybody loves HMIS Governance. Honestly, I 
hope that you do value and appreciate HMIS governance because it is the nuts and bolts right. 
It's the stuff that makes all of the other sessions possible. And we are going to be learning the 
technology I tried. Oh, did I go? Did it do twice? Okay, no, here are our learning objectives. So 
today. we're going to hope to get through all 4 of these. But this is really office hours. It's our 
intention to answer your questions, and to make sure that we're meeting your needs in the 
session, relate. [audio issues] 

[Stacey Matthews] Microphone number three I’m now switching to microphone number one. I 
just switched-on microphone number one. Thank you, Shante. So, we are hoping to define. 
HMIS governance, and the importance of having an established HMIS governance structure. 
Examine the difference in roles and responsibilities within HMIS governance structures based 
on community factors, understand the risk and consequences of underdeveloped governance 
structures and identify key decision points. Whenever you're developing or strengthening an 
HMIS governance model, including the importance of embedding equity. Those sound-like good 
objectives. Are there other things you are desperately hoping that you will get out of this? It's 
going to be our next question. I'm going to push the button there, did it? 

Okay, so this is a time. Sorry. Here we go. So, this is a time where you bring your questions 
right, and we work through your issues together. And this is a perfect time to take out your HMIS 
policies and procedures and other governance charter and work through them. We don't 
actually think you're going to pull them out right now from your backpacks and or pull them up 
on a website. But as you think about them right, we're hoping that you're familiar with them. This 
might be a time to start jotting down some notes on like. Hmm! This is something I want to go 
back and take a look at where you know what I’ve been wondering about that thing in our 
policies, our procedures, other parts of our governance structure, and let's talk about it. This is 
the room to do it in. 

So again introduced ourselves. Here are, here's some pictures of us as we're also sitting up 
here. But for you guys at home who may not be able to see us very clearly. This is what we look 
like, so we say something crazy, you can find us in the street. So, this is in the Whova app for 
those of you who are in the room. You can answer it there. But those of you at home we hope 
that you'll be paying attention to who's in the room, because it'll actually influence some of how 
we present what we're about to present. So, what is your role? So, I’m going to read them off if 
that's your role. Go ahead and raise your hand. If you have one of these roles, if you have more 
than one of these roles, go ahead and stand up, and if you have all 3 of these roles that's going 



to be a problem, but if you have more than one of these roles stand up if you have one of these 
roles. You're going to raise your hand when we get to that role. So HMIS lead or Sys admin, 
hey? That's most of the room right and people did not jump out of their seats. So CoC lead or 
board some y'all can't follow instructions? How are we going to set up an entire HMIS? And I 
thank you. Seats if you have more than one of these roles. Seriously. Okay, I thought we lost 
the mic again. There we go. 

Okay, so we see lots of people on their feet, right? Because so many of us are wearing more 
than one hat in this process. Are there any providers in the room? You guys can sit down that 
have had the double roles? Because hopefully none of the providers are also. Oh, you might be 
on, not the HMIS lead and a provider. Huh! Can we all lay hands on these beautiful ladies in this 
corner? We’re sending you all special, and that can be challenging right to be a provider, and to 
be the governance structure, right? Seems like some checks and balances concerns right that 
I’m sure you all have like this should not be happening, but it may be happening because it's 
just what needs to happen in your community for now, as you work towards something better, 
and hopefully, if you have any questions, we can start tackling some of those today. So now we 
have the amazing Joan Domenech in the back of the room. Who is going to be running this mic. 
She's going to have to do a mic check. Can I get a mic. Sounds nice she got. I'll take that so 
what are you hoping to get out of the session? It will promise you, I won't move. I’m like an old 
teacher, like I won't move if nobody says anything. We'll just stay here. we'll just sit here? Wait 
no, what are you hoping to get out of the session? Please, please share. You came here, right? 
It was one of the, the options. You decide to sit in the room. What do you want us to talk about? 
What are you hoping to get there? We go right over here. I love it make her run the furthest 
she's a professional pickleball player. 

[Participant] Thank you I guess understanding how I can better my strategic plan. bettering the 
strategic plan when you already to cover it. 

[Stacey Matthews] Okay, bettering the strategic plan is awesome. How many of us in this room 
work on the strategic plan or contribute to it? Right. So, she's going to be counting on you guys 
right to share some of your tips and tricks. What have you been doing anyone else? What are 
you hoping to get out of the session right over here? Yes, all the way across the room again. I 
love it 

[Participant] Governance, that covers more than one continuum of care.  

[Stacey Matthews] Multi CoC governance. You get into the deep stuff now, right? How many of 
us have multi CoCs? Did you get a bonus, somebody shouldn't give me all bonus from multi 
CoCs can be complicated, right? but it also can be such a rich data set right? It can actually 
show so much more than a single CoC data set can show. So very excited to hear about that 
and let's talk let's try to weed that in right we'll try to weed that in anyone else. Stuff that you 
want to get out of here. Oh, right up here. 

[Participant] You had mentioned embedding Equity 

[Stacey Matthews] Yeah.  

[Participant] So definitely  

[Stacey Matthews] How to embed equity in governance. Right? That may seem foreign right, 
like we think about equity and service delivery. We think about equity in a lot of ways but then 



we're like governance, how do we do that? Right? But if we're not equitable in every space,  
then we're not equitable anywhere. Because that's those influences come from everywhere. So. 
Yes, let's talk about it. Awesome anyone else. One more time going once, going twice, Joan 
has a reprieve from running. 

Alright, so, we got more questions. I promise you I’ve used one of these before we're just say if 
it's a yes, raise your hand right is your CoC Lead, led by government entity or a nonprofit 
organization. So, if it's a government entity right hand it's a non-profit left hand. Hold, that! How 
many y'all got 2 hands up. Yes, multi CoC she's got 2 hands okay, so we have a great mix in 
the room, actually, We've got quite a mix in the room, and we've got some multi CoCs that have 
both going on. 

Is your CoC and HMIS lead the same? Those are our folks who stood up right? Yeah, that's 
pretty common right to have those be one in the same. It can be really great, can also produce 
some challenges. Right? We fall victim a lot of times with HMIS. Where, because it's one in the 
same there's a lot of assumptions that you know things or that you're part of decisions. Right? 
People are like right like yeah, of course they're read in, they know what's happening. They're 
part of the same agency/entity but that's not necessarily how? Oh, no, okay, I keep thinking I’m 
losing the mic. It's just me. That, that's not necessarily how it functions right? You have to build 
in, even within the same entity you have to build in the structures that allow you to be in the right 
places to be parts of the right decisions to ensure that things are being done in a fashion that 
allows you to both be engaged. Both sides of your responsibility. 

Does your HMIS cover more than one CoC? We did. We did that one. And then tell us okay. 
Ready Sean? She's ready. Okay, tell us something that is working. Well, I’m going to give you 
guys like the good jeopardy music to think of things that are working well? And then where do 
you find friction in the work that you do? [Sings Jeopardy Music and Jeopardy music plays in the 
crowd] 

[Shante Smith] Also, whoever just cued that, I appreciate you so, so much. Thank you.  

[Stacey Matthews] Because I did expect her to sing, but she didn’t. Fine. Okay, so we've given 
you a few minutes to think about it. 

So please, so that's working well, tell us what's working well, I’m scared.  

[Shante Smith] You all have to give us at least something, at least something everyone's 
coming to the meetings regularly attending. Perhaps? 

[Stacey Matthews] We got some hands up said at least something.  

[Participant] Yeah, I think our governance structure governance charter is, I think it's structured 
pretty well, but I did write down when I get back, I have to look out if it has the lived experience 
goal in it and an equity goal. I think we're pretty good at you know the, the what do we want to 
say here? The, the pattern of getting it before the right people to make sure that you know we 
get it to the committees to look at like if they want to, you know, for suggestions for change. 
That could be improved, that's also an area for improvement putting it before them. But then 
getting them to be very active like these volunteers - we have regions. And so, people volunteer 
to be on the committees. It's just a part of what they've got to do. I’m sure we all deal with that. 
Well, I’m not sure of anything. I'll tell you the truth, but I mean but that's probably pretty 
common. And then they're busy people at the service providers. And so, you know we'll, we'll 



send it out to them the governance charter, and they don't like… this year they had a little bit 
more suggestions, but typically they don't. And it seems like at the next meeting, did they look at 
it? You know what I mean? And then the staff looks at it, makes changes. It goes over. It's a 
very incremental process. You know we have maybe we have some policies that we need to 
change. So maybe that's my mixed back what what's good, and what needs improvement. 

[Stacey Matthews] Thank you. Brave soul! Awesome! Who else? Who else has got something 
right up here in the front? Joan in a fabulous jacket. 

[Participant] Yeah, it’s freezing. What's going good is that we are all on the same board of what 
needs to be happening like, we all agree like, this is what's causing this, or this is what's the 
disconnect is the best way to approach that, or what that should look like. So, we always know 
what the problem is, but we can never agree on a solution. And I think what we struggle with the 
most is deciding what does the HMIS governance have the governance to apply to the CoC. 

[Stacey Matthews] So subject to our governance, right? Appreciate that and there were lots of 
moans of agreement when you said we’re pretty good at identifying problems, we're just not 
there yet. When it comes to identifying solutions, that is not uncommon right, and I think similar 
to what, what the gentleman was saying before, right like we've got a process, and we know 
that there is a good process. But are people following the process? Are people engaging in the 
process? Yes, we have the proof that we sent out the email. There's no evidence that anyone 
actually read the charter. Alright, we've got something else. 

[Participant] Okay, I was really far away. So, I was hoping you still wanted another example. I 
felt bad. So I think something we've implemented in the last year that's really helped with our… 
it's our coordinated entry committee but now we're calling in our homeless response system 
committee because of how broad the group is, and what they're discussing. But they set 
quarterly priorities and there's a cap on how many they can have, and then each priority has a 
service provider or a stakeholder lead that reports out on that. And then they have a process to 
determine if the policy, or whatever the issue is, can all be worked out in the meeting, or if it 
needs a subcommittee that tackles the technical side of it, the details, and reports back and so, 
instead of every meeting, somebody brings something brand new to the table. We also have a 
form where people can submit new recommendations that are vetted by the committee, and 
then they go in the icebox, if it can't fit in. And so, it’s also helped the providers to see you know 
now that they take more ownership over what we're working on. They're like we're doing too 
many things at once and we're like, yeah that's what right yeah. So that's been really effective 
for us because I think before it was always us bringing things to the table, and then they're like. 
Well, Sarah said, this and that's our CoC Sara said this there said that now it's like there's more 
ownership, so that's been helpful for us. 

[Stacey Matthews] Awesome. Oh, what is your community? San Antonio! Awesome. Stand up. 
So, if you want more information about what San Antonio is doing there, catch her at the 
reception. We'll probably ask her to talk more about it right here in this room today, but that's 
awesome right like provider and engagement, that's meaningful that where there's shared 
power right, we're talking about flattening power structures. There's a means for bringing up 
new things but there's clear understanding of what we're working on right now, and providers so 
engaged in the work that they are identifying it as their own work and recognizing the limitations 
of time. How many of you right and your HMIS lead position, everyone you interact with thinks 
you only interact with them and all of your time is theirs? Right, like I’ve got so many nodding 
heads here, right? But when you start to get folks deeper involved, they start to realize. Wow! 
You have a lot of work that you're working on and it's not [inaudible] I’m going to try it like my 



voice the mic doesn't like me. It's fine, all right. Anyone else want to share on that one Jones 
ready to run John right, right here up front. Oh, man, she even gave some like fancy footwork. 

[Participant] So, we have, what's nice is we do have CoCs that that understand and come up 
with good fixes and solving problems, and then you have some CoCs that want to be different 
than the other CoCs because we don't treat everyone the same. However, for governance 
reasons, you try to implement the same thing so it's not overly complicated when it doesn't need 
to be. But a newer CoC that We have accumulated has a little more pushback than the other 
one. So, it's harder. I liked her suggestion. It's harder, though, because you want to get stuff 
done, but not have a 1 million meetings about it to get the stuff done. Because how are you 
supposed to make changes if all you're doing is having a meeting all the time every day of the 
week. 

  

[Stacey Matthews] Twice on Sundays Yeah, that's in that's an interesting conundrum, right? 
So, you want to be person-centered in this case CoC centered right and allow the various 
continuums under your umbrella to go through the process at the pace, and in the way that 
makes the most sense for that continuum. And how they function. Also, you want some 
continuity and some consistency, and some right, some, some time savings, and cost savings, 
because time is money, ways that you can have governance be uniform. And so how do you 
find that balance that's really incredible that you're working through that. And we want to 
definitely hear more about it as you're going through it, right? Always ask for technical 
assistance meeting. Did you all hear that? I whispered. It. Yes, always ask for technical 
assistance. That's part of why we're here. Awesome, all right. 

So, we are going to now dive into… yep. Nope. Alright. I went too far Okay, Nope, It's just 
different Oh, boy! Next slide, yep: Okay, so let's talk about two of HUDs key priorities. One 
being integrating people with the lived experience of homelessness, ideally people who have 
had who are experienced or have had the lived experience of homelessness in your continuum 
of care. Ideally, folks who've had that experience in recent times. Right? So, it's awesome we 
get that person who had lived experience of homelessness when they were 5 years old, their 
family experienced homelessness. Their experience is valuable. It is important. It is lived 
experience, but it's not going to necessarily give you the expertise around your own system. It's 
not going to tell you what the experience is like going through your coordinated entry, or 
hopefully equitable access system and coordinated exit. It's not going to tell you, you know 
what's working well, locally, necessarily. They may have some point of reference and again, 
that's valuable, and it's important and it and it is someone with lived experience. I’m not 
diminishing that experience, but I strongly recommend that you are getting folks who've recently 
experienced homelessness in your community engaged as well to ensure that you're getting 
that perspective and then advancing equity across homeless response systems. And this is that 
piece we were talking about before, right? It's not just equity within the coordinated entry system 
from the perspective of participants, but it's equity in governance, ensuring that the people who 
are making the decisions who are governing your structures who are engaged in developing 
your governance structure, are reflective of those people who are in your system, particularly 
minorities and marginalized communities that may have a varied experience of your system 
than others so making sure they're engaged, whether it be on committees, whether it be hiring 
folks whether it's taking things like some abridged version of your governance to a lived 
experience committee, and talking to the them about like, what does this - why does this 
governance document exist? What's the purpose it's supposed to serve? What are the contents 
in like very clear layman terms, and then sharing the actual document so they can go through it, 



and really engaging not just sending something to them, but really sitting with them and having 
the conversation. And how does this manifest on the ground? What does this mean? How does 
it change the experience? And then, what does that mean for your position? Right.  

You are often the gatekeeper of information or the liberator of information and data. Right? 
You're often at that point where you are either the one holding the data, or you're the one 
sharing the data or both. Right. So, you often are a contributor in determining what gets into 
your HMIS. You're a contributor in determining what gets out of your HMIS. How does it get out 
of your HMIS? Who are you sharing data with? Those are all factors that contribute to things 
like, do folks with lived experience get together and look at your system performance measures 
and outcomes? Your LSA data. Do they give you feedback on it, and they tell you if it's reflective 
of the system that they've been experiencing? Do you include experience data along with your, 
your quantitative data, right? When you're telling your system story through data is all of that 
built into some kind of governance or guidance, that says that this is how we do this?  

You also have the unique role of monitoring and evaluating how policies and procedures 
function on the ground. So, here's this document, right? I have the quantitative data that will tell 
us this, this is our strategic plan. It says we're supposed to do these things. How do you tell if 
your strategic plan is working? They come to you right? And they say we need our outcomes - 
we said, we're going to do this. We need to see if the data is reflective of that right? You are in 
the position to say, yes, this is the data from the quantitative perspective. This is what's in our 
HMIS also let me remind you we don't have 100% but bed coverage. Also let me remind you 
that our faith-based organizations don't participate in HMIS, and they serve a good size of our 
population. So, we want to make sure that we're engaging with them. Also, you all need to pay 
for licenses for all those organizations that we can have - I can give you a more complete data 
set. Right, you are in that position, you're that advocate, you're the one with the power and the 
knowledge to start making that conversation a regular part of the narrative. Anything my 
colleagues over here want to add around these priorities. Alright click this button first. In the time 
it takes that to move, move this one.  

I figured out a system y'all alright so HMIS governance. Why, what does it mean? And why is it 
important? So, I’m going to just talk about some of the must have. I didn't touch it. Touch, touch 
the clicker. 

I just want to talk really quickly about some of the must haves for HMIS governance. Right? 
You've got to have your governance charter right and that charter likely has a bunch of fun 
bylaws. You've got to have your memorandum of understanding with the continuum of care. 
How many of you who it's both HMIS lead and continuum care one entity how many of you still 
have an MOU among your… got one hand over there - 2 right 3. Okay, they're going up they're 
going up. There should still be some documentation of the relationship between the CoC and 
the HMIS lead, even if they are within the same entity. Your end user participation agreement. 
Having some kind of agency or vendor agreement usually is a best practice, right? So, in 
addition to like, at the age at the user level, having some agreements, there are probably some 
agreements that you should have at the agency or the vendor, the organization level, the 
contributing organization level. Right. HMIS grievance policy and documents. How many of you 
have a grievance policy in place? How many of you know if the grievance policy is shared as 
part of the documentation that is shared with participants when they enroll. Some of you know 
whether it's shared, some of you know that it's not shared right. There we go. 

There we go, right, not sure we have one, but I know for sure it is not something that's shared. 
We want to make sure that people know their rights, right? As we're collecting data, and we are 



huge influencers [inaudible] selected, which you know that heavily rely on baseline of data. But 
there are other things that we may collect locally that have to do with our local priorities. So not 
only what data is collected, but how data is collected, and you will see in the upcoming data 
standards there's more emphasis on HMIS leads really engaging in how data is collected and 
one of the things we want to make sure is that folks know their rights around having their data in 
the HMIS. Which includes, right, the implied consent that we need to share, but it also should 
include grievance policies, privacy and security policies and procedures. Everybody got those? I 
see some nodding head. How many of you have read them? Or you just inherited them, and 
you were like, yep – that’s there. They're not always the most fun but they're really important, 
right? And it's really important that we know what's in there because we then know what we can 
do with the data. We know what we need to do in order to develop data relationships. Do any of 
you have data exports from your HMIS or imports from other systems, especially if you have, 
like, Multi CoCs. Yeah? So, you're going to know those privacy and security factors when you're 
setting up those relationships when you're monitoring those. How many of you monitor those 
relationships that have them you probably should be right there should be some monitoring of 
those relationships. things change all the time especially when you're not controlling the other 
system. Things change on the other system, and you need to be asking certain questions. Are 
certain things still in place, and it should be built into your governance that if you have those 
data sharing relationships, there's some process by which you are able to monitor and ensure 
that the securities that need to be in place continue to be in place on an ongoing basis. So, 
there's some other things that you really should have that are best practices like your HMIS 
policies and procedures. 

[Stacey Matthews] Everybody have HMIS policies and procedures that are separate from your 
CoC policies and procedures? Or are an addendum, or an appendix, or something to that? 
Yeah. Excellent. A data quality plan. How many of you love your data quality plan? I know what 
somebody's written a data quality plan, you feel it, me, I love it. I love it. I wrote it. Right.  

How, how many of you have seen it effectively influence data quality, right? But you can have 
an excellent plan in place. But if it's not being executed and that you going to have partners in 
that right, you cannot be the entity doing all the things you've got to have people engaged in 
that, and they have to see value in the data quality in order for it to manifest actually having 
good data quality. And then you're monitoring plans and documents. How many of you monitor 
for HMIS? Got some hands going, that's good. So you're monitoring documents, and how many 
of you share the monitoring documents and your, your users and your agencies and 
everybody's on board and knows what they're going to be monitored around? Awesome that's 
part of that equity. No, no, some heads back there that are hard on the no, no, there's one of 
me. You just talked about literally 2.5 FTEs of work. Just not time for everything. So how do we 
build that in? How do we figure it out? Alright. Next slide please - she's like stop touching the 
clicker just saying next slide, please. I saw it in her eyes. Okay. 

So, governance structure or model defining organization roles and responsibilities and 
establishing linkages between organizations and entities. Right. Governance is a broad term 
that includes both the structure through which decisions are made, and the power is kept in the 
policies that define what those structures are and who are the actors in that structure. 

Right. So, your governance is the nuts and bolts, it's the infrastructure. It's the scaffolding that 
allows you to build all the other great things. So, you're going to see sessions this you know 
during the conference around, you're going to be, see things during the conference around 
equity around visualization around partnerships around using your, your data to do lots of 
things, all of that has to be built on a good governance structure and we want to begin to focus 



more intentionally on how and where HMIS plays a role in the overall CoC governance. So, 
defining who has the authority to develop, review, and approve policies and procedures. Next, 
slide, please. 

So again, with what do we mean by governance? Right? We want to establish the process for 
engaging in policy development, equitable decision-making forums that needs to be backed up 
by your charter, backed up by your bylaws and other policy documents. And governance for 
performance, right? How do we govern in terms of governance of performance? Developing 
standardized monitoring and evaluation ensuring transparency/representation? That's what we 
talked about like making sure providers, end users, those with the lived experience of 
homelessness are all engaged, and accountability, right? How do we build in accountability not 
only for ourselves, but for those who are engaged in the system? Next slide, please. So, this is 
a slide about governance in context. 

So, there are CoC responsibilities, and they are listed there in red side and there HMIS lead 
responsibilities that are listed on the blue side. And then there's those overlapping shared CoCs 
and HMIS responsibilities. So, I’m going to say right here that the slides are available in Whova 
for the folks who attended the conference, and they will be on the NHSDC website. For those 
who may be watching from home. Abd I would say, take this slide, go back, examine it yourself, 
and think about whether you fall into these categories. You have all of the entities, and they are 
all properly represented, and engage with your community around this slide. Right. Start having 
the conversations about whether or not this is as it should be. Next, slide, please. 

So again, the indicators of developed governance structures are clear roles and responsibilities 
that transparent process. Everyone should be read in on what the process is and clear 
communication among all of the engaged parties. So, I’m going to turn this over to Shante. Do 
you want this mic? 

 [Shante Smith] You know it, you all we’re going to make it work. It's Okay, can we go to the 
next slide, please? So, thinking more about indicators of a developed governance structure, 
ones that center equity. Again, we need to continue this conversation when we're not just talking 
about race equity. We're talking about populations that have been underserved populations are 
often overlooked, and it's not just about race. We have to think about gender equity, and all the 
other things that impact it, making sure that it's inclusion. And it's representative of the CoC at 
large, because I think one of the things that we often do unfortunately, is come from things from 
a very one side of our own, perspective and not recognizing that, like we are not representative 
of our community, often. Especially when it comes to like policy as procedures and rules, 
because we think that things should operate one way, but we're never taking to account those 
special nuances and those special experiences that people go through that would impact these 
very things. Right thinking about that. it's established, documented and enacted policies and 
procedures, and that it maintains accountability. I think the accountability piece is by far one of 
the most important things, because there has to be a system of checks and balances. We 
cannot develop these governance structures in these positions of power. When those powers 
are left unchecked. So how do we hold ourselves accountable to the things that we say that we 
are going to do, versus the things we say we are not going to do. Next slide, please.  

So, thinking more about roles and responsibilities. So, what are the differences within 
government structures based on the community factors for those folks that are operating 
governance or HMIS systems and multiple CoCs, can you raise your hand for me one more 
time? Okay, I also just want to ask, like, is it essentially like rural CoCs, or is it like big city 
CoCs? Kind of sort of medium size? Combo. Okay, that's fair I will say this y'all are the unicorns 



of the room. So, Hello! Welcome to the Unicorn show! It is crazy, and I actually have so much 
understanding for you all because what's happening in one CoC is different than what is 
happening in the other, and it's going to be very difficult to keep track, but in understanding that 
I think we  really do some really epic things because I love doing epic things with communities. 
So also, if you have more questions about governance, structures after this, please come. Talk 
to us after this, because I’m more than happy to talk about as much as you want to next slide, 
please. 

So, thinking about what could this look like if you are an HMIS lead versus you're with the CoC, 
and your like data committee. Whatever that structure looks like versus you're an agency admin 
or just like an external vendor or consultant. In the event that like you are all things to everything 
for everyone in your CoC, all of these roles and responsibilities are going to fall under you. 
That's not fair, that's too much. Nobody has time we're all busy. Let's be honest with ourselves. 
So, thinking about the monitoring of the data quality, privacy, settings providing training, 
overseeing system, security, managing project setup, the workflow configuration and reporting 
to the CoC and to HUD. Right, next slide please. 

Think about that if you're holding both of those leads when you're thinking about like being an 
HMIS lead. Excuse me. And being like an agency administrator your kind of double dipping, 
you're doing both, and you're duplicating these efforts. We don't always have to be doing this 
same thing, especially if you're wearing multiple hats. We have to think about it what could this 
look like to evenly distribute this to other parts of our governance structure, of our CoC of our 
community? So, we can make this equal, and again accountability. Because if we're holding 
each other accountable, aren't we all going to get better is the hope. Next slide, please.  

So then when you're thinking about distributing it, think about this. What if like, bear with me, 
this might be a wild idea, your HMIS does not monitor your data quality? What if that is a 
function of your data committee, which is probably designated by your CoC Board? Wow! Right 
like how much time would that save you on your HMIS team to think about like, Okay, we 
produce the report, but maybe they take the time to really come through it and to truly 
understand that. And I know some of y'all are looking at me like, what is this girl talking about? 
I’m telling you right now it is possible it's something to think about, just because we operate in 
these ways that we've always operated in, and for some folks that are in this room you've 
probably are either held this position for a really long time so it's like - I know what I know I do 
what I do. We are not changing it, because if it's not broken, we are not going to fix it. But then 
there's some of you that's probably in this room that are relatively new, that you're just like hmm, 
I feel like we can redesign this, like what does it look like? To reimagine what this could look 
like. How can we do this better and more effectively and more efficiently? So then, thinking 
about monitoring the privacy settings.  

What if that also doesn't fall under the HMIS lead, and you have an accountability partner, I like 
to call them an accountabilly-buddy. I know that sounds weird, but just combining words 
because we love words. What if you hire someone to provide training? How much time and 
effort would that take off of your plate to be able to dedicate to some of the other things and 
responsibilities that you have? Because, to be perfectly honest at one point in my life, I was on 
an HMIS team. I did a lot of things, and I guarantee you 95% of my time was training whether it 
was group training, 101 training, special trainings for all the things, my time had no time to do 
anything else. Had I thought about getting someone else to do the training for me, y’all, game 
changer. Can we go to the next slide please? 



So, this is kind of a moment where I’m really hoping that y'all can kind of like tell me where you 
fit in these boxes. Thinking about this, what is your current role? Are you handling all the things 
like do you literally fall into every single box under the HMIS lead? I’m seeing some like head 
nods, y'all are you tired? Yeah? Like seriously, this is a valid question because that's so much to 
take care of at once. So, if you could reimagine what this might look like, I want someone to tell 
me one thing that you would offload your plate, and who will give it to? [inaudible] Essentially 
like the role moving forward. I just want you all to just take a moment and just reimagine what 
this could look like. I want to hear this. Anyone want to share first? What could you take off your 
plate, and who would you give it to. [Inaudible] We're going to give you a mic, my friend. Joan’s 
got it. 

[Participant] So, I do agree with when you said we pull the reports which you come through, 
and I think we will give it to the system admins, because we have some that are really great. 
They'll be submitting tickets like “I have one error please help me.”, and I’m like can you please 
help this other organization. But I think that if they were all at the same table and they were able 
to see like they were able to do it, maybe they can help each other like because I’m tired of 
doing it. But I think that it would really help. 

[Shante Smith] So, I think that that's a really good thought, and I strongly encourage you to go 
back to your community and to talk to folks about that to see what could this look like how can 
we make this happen. Even if it's for like a small trial run for like 6 months, 9 months. Let's 
check this out and see if it actually sticks. Because if you're putting the monitoring of data 
quality responsibility on other members and other like partners within the community, how much 
of your data quality do you think would improve in your community, and then let's talk about how 
beautiful that will be on all of your reports that you submit, like who loves a good report with like 
0 or close to 0 like DQ errors. I should see everybody's hand up. Hands up. Everyone's like 
maybe, no, you all should all love that. But that's really great, because that could put the onus 
back onto other people, and to get other members of the community and partners recognizing 
how important this actually is and get them a part of the conversation because in yesterday's 
sessions we were talking about the HMIS fundamentals institute, talking about what does this 
mean to actually improve these foundational things. Communication is a really big part. Don't 
you think communication is a lot of this? And half the time, if you are separate from your CoC, 
probably as an HMIS lead, you probably fill a lot of tension in communication, and, like they 
want one thing you want something else, we can break that down. [inaudible] to the table I’m 
just going to keep tapping this mic if it sounds like it goes weird. So please excuse me all what's 
another one [inaudible] the mic is coming. 

  

[Participant] I was going to go back to an earlier comment someone made. I’m actually feeling 
okay with what's on here. The problem is I'll pick on the first one monitoring data quality when 
there's a problem or an agency that's not meeting the expectation. Who.. who does what then? 
That, that's what's missing in my clearly finding my missing pieces? I know who does this, and I 
mine is, is nicely all over the board. Some entities are doing other things, but who does it? 
When who comes in when there is a privacy issue like? I have none of that. 

[Shante Smith] You know that's a very strong sentiment. And I felt that in my like soul really 
legit like who does that? Who comes, and like brings down the hammer and figures out like, 
where do we go from here? My first, like official HUD hat answer. Submit a request for like 
technical assistance, because that's a very like big thing to figure out, because that's like a 
multifaceted thing. You have to think about communication, but partnership, will building 



governance, policy, procedure, accountability, and then all of the other things that go into that, 
and that's a lot for one person or one entity to figure it out. So why not get one of us like 
geniuses to help you out right. Together, we can build something really, really great and truly 
figure it out and take the time to like calm through, because although it might feel as though that 
the issue is like” who”? Maybe it's that's not the issue. Maybe it's just an issue of like basic 
understanding of certain terminology and policies and procedures that already exist. So, we 
have to think about things that like, although we think that this one thing is the issue, it very 
much might not be. I want to take one more example, and I think there was a gentleman in the 
back corner. Were you raising your hand earlier? No, okay. just kidding. Anyone else? Oh, sure. 
we can take a question from the Whova app. 

[Stacey Matthews] So how can we use committees in an effective way that does not feel like 
busy work for them, and where it feels that we are working toward the same goals? 

  

[Shante Smith] Oh, this is a really good question. So, whoever submitted it, I really appreciate 
it. 

[Stacey Matthews] Daniel Gonzalez. 

[Shante Smith] If I ever get the pleasure of working with any of you in like a TA engagement, or 
just like a one-on-one conversation, I will be the first one to tell you, I have not like to hold 
meetings for the sake of holding meetings. If it could be an email y'all I’m busy you're busy, put 
this in an email and let me, and then we can convene. After that, but when you're thinking about 
your, your committees can be by far one of the strongest pieces in your toolbox that you have. 
Because your committees can inform you of what's working and what's not working but your 
committees can also be the one thing that help you make the decision that you need to get to, 
and make sure that it gets implemented across the board. So, when you're wanting to bring 
committees together to make these decisions, to figure out what is it that you need to do next? 
Always go in with an objective, but also what is your ending outcome? What is the one thing you 
hope to walk away from at this meeting? If you can't have those two things, then we need to 
wait until you can figure out what does that look like? And how do we get there?  

And I’m not saying that you yourself have to come up with the very outcome that you want 
everybody to come on the same page. No, we need to all come to agreement on this one thing, 
and it might not be that we have to get together to have a meeting to talk about these things. It 
could be emails. It could be some like research and touching base on certain things and taking 
some surveys to really figure out how, how we're going to get from point A to point B. While also 
effectively using our time to do so. Should you have more questions about that, please again 
come, visit us, come, talk to us. We are more than welcome, or more than happy to provide like 
very specific answers if you have a very specific question on how to do the one thing. Yeah, 
correct. San Antonio. Shout out to y'all for like doing the things, point of resource. You all know 
we have a welcoming session after this, or at the end of the day, where you can kind of build 
some connections. We don't do those, just to like do those - we do those because we're very 
intentional about you all connecting with each other to learn from each other. Yes, oh, wait one 
second. So sorry! 

  



[Participant] I had no but yeah, you're right I don't have that big a voice about connecting with 
each other. Sometimes, you know, when we're here you know at this types of conference, you, 
you don't always make all the connections you want. Now, former colleagues of mine used 
Slack. Okay, okay, you know what I was going to say. So how many people in here use Slack? 
Okay. A few. I don't even know like I tried it, but I couldn't get it to work for me, but I'll find 
somebody who can help me make it work, and I just wanted to ask about that. Because I know 
that that would be a good way to like you know. Say, hey, who's got a form for taking in a new 
agency or that sort of thing? And you know if I don't make that connection, while I’m here that 
kind of resource, so I wanted to mention it, so I'll be getting on Slack, and I hope other people 
do really great 

[Shante Smith] I support this. Me, Shante, not me a Shante the HUD TA person, I mean 
Shante, I support this. Next slide, please  

Let's talk about governance structures. The other thing about me that is that I’m very specific 
about words. I am not going to tell you if your governance structure is good or bad. I want to 
make sure that we're understanding as our governance structure developed or underdeveloped. 
Where can we see improvement, and where can we implement that improvement? 

Next slide. I love this graphic so when you're thinking about a, a good again, where it's a 
developed governance structure. You want to think about people know their role in what those 
responsibilities are that are attached to their role. Understanding how decisions are being made, 
and why those decisions are being made. How is this impacting us? We truly need to take time 
to understand those things. Understanding the bigger picture, the larger vision for your 
community. Sometimes we have these very short-term goals, but they often lead up to the very 
long-term goals. Does everybody know that? Are you bringing everybody along? Are we utilizing 
our governance structure to be able to figure that out? So, again, and lastly, continuing to 
understand the specific role that you or your colleague, or your teammate or the community 
member play in this, because we each all touch different parts of the system. We each have a 
deep impact of different parts of the system. It matters when you blend them all together. 
Thinking about an underdeveloped governance structure. 

Next slide, please. It's inefficient if you have like ad hoc rules. There's no accountability of 
oversight or when you're thinking about underdeveloped structures, but that they could be 
strengthened. There's like unintended exclusionary groups. How many times have we all tried to 
identify certain disparities within our system and help those disparities. But at the same time, we 
created additional disparities for other populations. That was a completely unintended 
consequence, and we have to be honest with ourselves about that. That does not mean that we 
did this on purpose we probably just didn't see it and didn't think it again. The big picture. We 
have to think about things like that. Thinking about ripe for process improvements. Yesterday 
we asked a question of who here uses kind of the framework of quality improvement, or 
continuous quality improvement within their community. I’m curious about the folks in here. I 
needed to raise your hand if you all often go through a moment of continuous quality 
improvement where you've identified this issue that is happening, and you have the data to 
show you that is this issue that it's happening. But you want to test something out to see if it'll 
help fix the issue, and you do it for a very small period of time. Again, while collecting more 
data, and then from there you kind of take this moment to step back and debrief and recognize 
like, Okay, did this positively impact or negatively impact? If it positively impacted, how do we 
scale it at large? Is that something that you all do, some of you, maybe a little bit, kind of, okay? 



 
That's fair, and also thinking about the areas that need strengthening that require additional 
layers of oversight. Right. So then, thinking about next slide. Why is governance such a big 
deal? Under development structures, they've resulted in inequity and disparities. We all hear 
that we all know that we all know that that's very, very real. Not that any of us intend for that to 
happen but it happens sometimes because our decisions have consequences, and those 
consequences don't always serve us well. Right. So, we have to be very strategic about what 
we're doing, thinking about underdeveloped structures, having a lack of vision or clear around 
priorities. Do you know what your CoC’s community priorities are? Do you know what your 
HMIS priorities are? And if you have this like question mark in your head, it's probably time for a 
conversation with your local HMIS team and community. Thinking about loss of investments, 
delays in the HMIS, implementation advancements, incomplete and inaccurate data. Again the 
bane of most of our existence, because when we have to take time to clean up that data, it's 
exhausting. Right. Thinking about unclear understanding of the HMIS role in the community 
power struggles and finger pointing to me that's like a very big pain point a lot of my experience, 
whether it was formally within my own community or in some other communities I’ve had the 
pleasure of getting to work with we often find that everywhere. Some places it's, it's a bigger 
issue than others. But still like, how do we move away from that? How do we continue to hold 
ourselves accountable? And then thinking about the frustration. Next slide, please. 

So, your requirements of governance, to designate an HMIS software. You all have one. 
Designate the HMIS lead, we've already established who is a lead in this room. But, I’m 
assuming that you all know who your HMIS lead is in your community, and then review revise 
and approve a privacy plan, a security plan, and a data quality plan for the HMIS. Next slide.  

Think about your CoC must ensure consistent participation in the HMIS. The CoC must ensure 
HMIS. is administered in compliance with requirements prescribed by HUD. That's a really big 
thing. So, if you are not doing what you should be doing. We should talk about that. And then 
also thinking about being in consultation with the collaborative applicant and HMIS lead, the 
CoC develop, follow, and update annually a governance charter. This is a big one. This is 
actually some problem working on. How many of you have updated your governance charter 
within the last year? Shout out to the folks who are currently working on it. How many of you 
have not had your governance charter updated within the last year? I just want you to be honest 
no one's going to see you on the screen. You're not going to get called out. So if you have not 
updated in the last year, I just gave you your first thing to do once you get back to your 
community. Asap, run through that governance charter and get that updated Next slide, please. 

The CoC has additional responsibilities for establishing performance targets by population, 
program type, monitoring recipients. Again monitoring and supporting HMIS as compliance, 
including the VSPs, comparable databases, and then evaluating outcomes. And if you guys’ 
notice, I’m trying to get a lot of these slides for you. So, we have a little bit more time at the end. 
So next slide, please. 

And then thinking about you have additional responsibilities for operating a coordinated entry 
system. Some of us have been at the HMIS help desk that's live out there, and you have a lot of 
questions of come in about coordinated entry. I know it's messy, it's a lot, that's okay. Ask us 
questions, this is what we're here for, to try and help you figure it out. Thanks, Stacey. Planning 
and conducting for the PIT count it's our favorite time of year. It's coming up. I know, it's a lot. 
Conducting an annual gaps analysis and providing information for consolidated plans. These 
requirements all rely on data. Keep that in mind. So next slide, please. 



Thinking about putting your governance from the practice like you have your CoC governance 
charter, and then you should have your HMIS governance charter, and your HMIS policies and 
procedures and then thinking about your end users. So again, a lot of these things are what 
Stacey was asking you earlier is like how many of you have shared these documents with your 
end users in your community at large? Do they know that they currently exist? Do they know 
where to find them on your website, or where you might be posting them? That matters right? 
So, right here I want to take a pause. It's going to be a pretty quick pause but it's going to be a 
pause, because I have like a lot of questions that are swirling in my head for you all and I’m just 
going to throw them out so if there's a specific question that you have, or an answer you want to 
provide. I want you to take this moment to be able to do that for us like, have you read your 
charter? Does it exist? Again, for those folks who know that it hasn't been updated in the last 
year, are you going to go home and update it and work to build that committee to like, do so? 
Who reviews it and updates it? Have you considered that as well? Because that matters again, 
equity and inclusion representation matters, and everything that we do. So, I’m going to let 
Collin and come on up. 

[Collin Whelley] Cool next slide, next, next slide. After that, yeah. So, decision points. I think. 
What do we mean by decision points? There's these are really complex structures that you all 
have, and they're very different from each other. And so, the decision points that we outlined in 
the next couple slides are all questions, because it wouldn't make sense for each CoC to be 
doing it the same way, as the way we run government right now. One of the questions that 
came through Whova was that's how you pronounce it? Was why don't we have just one 
national system to collect data, and that would take an act of Congress but in the 1980s. We 
devolved that responsibility from the Federal Government to the States, and now to the counties 
and the CoCs. So now we're structuring new ways so that's kind of a short answer on his history 
lesson for the day. 

But decision points really are about taking the problems that that that you, you mentioned in the 
back, sir, about who's going to enforce when a benchmark is missed? So trying to take that 
problem, and break it down into a series of tasks in order to get to that answer. Because it's not 
easy to just say, Okay, Who? And then. Now you have to itemize it, you have to operationalize 
it, and then go back to your committee and set up that structure. You would have to probably go 
back to your CoC and say, hey, we really need to do enforceable agreements, and how do we 
do that? And then you're going to have to go back to the providers and be like, “hey, we're going 
to do this” and then what what do you feel about it? And using them as kind of the, the focus 
group to say like what would work for you and what wouldn't for, include them in that process So 
that's what we're trying to get for decision points. Next slide. 

And so, I think I think your question is like you know, exactly what you need to do. Someone 
needs to do this. But you have no idea how we're going to do that, right. And so, we have split 
out these decision points in the four, you know, pillars of governance. And, so I’d rather like, if 
you have a question, or if you want to chime in and give an answer just put up your hand 
because this is discussion time. This is discussion time for the rest so if you want to interrupt 
and say, hey, I actually have a question about something else that's not related to the slide 
you're showing. Please, come on, let's do this. Next slide, please. 

Okay, so structure, starting with structure all of these things that that we're trying to, to improve 
if we're ever trying to improve our system. Whose responsibility, whose authority is it to change 
anything to do anything to call a committee? All of that begins with your roles and 
responsibilities. Are they defined? And are they written down? And can we write them down, 
and who needs to be in the room so that we can write them down? 



How are the HMIS participating agencies and end users held accountable forcible agreements, 
or something like that. Feedback loops right about the assessment process. How is this going, 
real time data about how people are experiencing this process through our system. Super 
important. When and why are issues brought up to HMIS participating agencies and leadership? 
And you all might have some, some thoughts on this one. But who gets to bring up issues? And 
when is it just a meeting, is it just like you have to wait to the third Thursday of the month to 
bring these conversations up? Where are there places, we can implement quicker and more 
informal feedback loops so that we can generate some movement on the ground? So, these 
things can be grassroots for the you're working with. 

Who are you, including the community, based organizations that might not be with your CoC 
that are working with the people that you work with before and after they leave the CoC. And 
while. Any thoughts about this slide? Yeah, go ahead. 

[Shantae Smith] This is a question because San Antonio shout out to you guys brought it up. 
How many of you are operating like an HMIS help desk? Like where community members that 
are utilizing HMIS can not only send you things about questions like data, entry, data quality. , 
how to run this report. Are you also utilizing it for continuous feedback of saying this process 
takes too long, how do I make it better? Yes? For those that aren't currently doing that. I 
encourage you to like to consider it. 

I encourage you to consider that because that's one very easy way that you can set up open 
communication with your community at large, because then you get in this conversation about 
equity and inclusion so anytime someone has an issue are you only going to hear it from like 
your leadership structures? Or are you going to allow folks who are doing the work every single 
day to bring these very real issues to you? Are you going to take a moment to like? Listen to 
them and like the guy from San Antonio was saying that there's a committee that reviews these 
things, and then if they find that it makes sense to bring it to the community at large, they will do 
so. If not, they will put it in what they call an icebox. Maybe it just requires a smaller one on one 
conversation rather than a bigger conversation. What does that look like? How is your CoC 
Board helping you implement a lot of these things and holding people accountable, calling 
people in rather than calling people out. 

[Collin Whelley] Next slide, please. Okay, this is policy, more questions. I just want to notice 
we have 7 min left. so, if you have questions that you came here with, let's talk about them right 
now. Let's just give you a second, because I can keep asking questions. Alright cool. Yeah? 
Okay. How has the authority to develop, review, and approve policies been defined in your 
community? What policy decisions developed, recommended, and approved across your CoC 
leadership, CoC data communities, etc. Yeah. Who has that power, who's in the room while 
you're doing it? I guess process that's who that's, that's process that's the next slide. But this is 
how it's done. 

Can you answer that question. Can you answer that question for your community? Any of these 
questions. Do you have a conflict-of-interest policy? Good. Yeah. Are your HMIS policies 
appropriately operationalized through the agreements, forms, and your training protocols? How 
do you know we talk a lot about monitoring other folks, but who's monitoring you? And I’m not 
just saying like, like we need somebody to monitor us, but like I work a lot by myself and in an 
ivory tower and looking down and trying to figure out what's going wrong. But if I don't have a 
thought partner, yeah, it's just my perspective, and that can be less than helpful for our folks. 
So. yeah, next slide.  



So, this is about who gets the seat at the table when each of my decisions are being made, and 
it's not just about the decisions when the decisions are made so whose in the committee chairs 
but can we think about different ways of including that diversity and partners. It doesn't always 
have to be this person, or these folks need to show up to a meeting every week or every month. 
We can do it in different ways, and, and there can be, you know, a walk-in process for this. 
There can be you know, I mean you can think about how to do it differently, and that's not like I 
can't tell you how to do that. For your community. That's why, this is all questions: how often 
does your HMIS monitoring occur, and who is involved that's when I was supposed to talk about 
who's monitoring you? 

How is the feedback gathered when HMIS is funded decisions are made? Yeah. Do you like… 
and, and another reason - so, you answer these for your community, and then you see if you 
like the answer. If that feels good, do you do a gut check. If you think it needs to be improved, 
we’ve got to put in writing next. Next slide, please. 

What resources are used to support HMIS performance, and how are they determined? How 
often does HMIS monitoring occur, who's involved? Oh, that one is on 2 slides, I think. How do 
performance standards account for differences in project types, housing, inventory, and 
population served? And can anybody answer some of these. Yeah, I know. So next slide, I 
guess. Okay, questions. This is office hours. 

[Shante Smith] Yeah. And for those who have, you do, for those of you that came in here that 
say that you are working in multiple CoCs. Where does your biggest pain point sit? Because I 
feel like you all should be the ones with the most questions in this room right now. Are you most 
of your pain points and operating those multiple CoCs? With your HMIS, does a sit in structure? 
Does this sit in policy? Does it sit in procedures? Where is that? Because we should often start 
asking ourselves like, why is it there specifically in one CoC or one community, and not the 
other one? What are the communities? How do you compare the two. 

  

[Collin Whelley] So, it's it starts with structure. and trickles down to the other two. 

[Participant] For multi CoC to be honest, we really don't have a good definition of what an 
HMIS lead is. We have 4 continuums of care. One continuum of care has designated the 
contract holder with the vendor as their official HMIS lead. But the other three have what we 
might call a I don't know what you would call it, David, a different definition of an HMIS lead 
that's more centralized and localized. That structure came with them and us when they moved 
into a new instance. So just because the structure was set up that way, it was continued, and 
that has caused all of the other issues, because we don't have a clear definition. We have some 
people in the room that are living this and that we don't have a clear definition of who their HMIS 
lead is. It's just that simple and that has really made it confusing and difficult. 

[Shante Smith] So again, just articulating what you said, it's the lack and clarity of roles and 
responsibilities of the HMIS lead, and who will take that on formally. Essentially that's a very real 
thing, for sure and that definitely takes, as Colin says, thought partnership. I’m very much a 
person who also like visual. I love doing what I call like ‘war rooms’ so having big post-it notes or 
a big whiteboard like all around me, with sticking notes everywhere to try and like move things 
around and figure it out. And, be like, Okay, let's outline who is here right now, let's outline what 
they're doing are these things. The very things that you can still commit to doing, and doing 
something in the way that the community needs you to. Not the way that like you need you to 



because I think that that's also a push and pull. But then also figuring out like, does that make 
sense for the community? And if so, how do we get this in a formal like writing in a formal way, 
so that everyone understands it? Everyone can move through it, and that we are able to pivot 
however, we need to whenever we need to collectively, as a community, right. It. It takes a lot of 
moving parts and a lot of moving things, but that's a very real issue, and thank you so much for 
sharing. 

[Collin Whelley] Next slide, please. Alright rate this session. We took you over. But yeah, we 
could keep going, but thanks and feel free to truck us down in the hallway. 
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