Vickey’s proposal
1. CoC Structure:
· Defining the purpose and roles of the following: 
· CoC Body (broken out into the MCoC General Assembly and MCoC Steering Council):  The full MCoC General Assembly will meet bi-monthly (even-numbered months).  The MCoC Steering Council will meet bi-monthly (odd-numbered months).
· MCoC General Assembly:  Role & Responsibilities: This body is responsible for the higher-level activities of the MCoC, as well as planning and record-keeping.  This includes:
· Annual Review the CoC Governance Charter & Policies
· Establish a Continuum of Care Board, designate its responsibilities, and annual review the written Board selection process 
· Participate in the Consolidated Plan
· Consult with ESG recipients (along with the Board)
· Receive information & provide updates on issues, services, & policy relevant to people experiencing homelessness (including trainings)
· Review updates on Maine’s Plan to Prevent and End Homelessness
· Provide input on strategic priorities for the Continuum of Care
· MCoC Steering Council:   Role & Responsibilities: This body is responsible for the more day-to-day, operational, in-depth activities within the MCoC’s Work Plan, such as reviewing progress made by/tasks assigned to Committees, review of and adherence to Policies and Procedures.  This includes:
· Reviewing Monitoring Committee materials and recommendations, up to and including recommending the CoC Board which projects ought to be flagged for follow-up, including corrective action plans up to and including reallocation. 
· Create a Work Plan that includes specific roles and responsibilities, including necessary tasks/deliverables to be assigned to and completed by Committees.  
· Hold MCoC Committees accountable for fulfilling their responsibilities. This includes approving or denying any Committee recommendations.
· Monitor community-wide, system-wide, and project-level performance as reported on by System Performance, related Committees, and the Homeless Service Hubs.
· Work with the CoC Lead Agency and MCoC Monitoring Committee to complete project performance evaluation and monitoring of recipients, including an evaluation of outcomes for CoC-Projects and reporting to HUD
· Board (Aka CoC Board of Directors): The CoC membership gives authority to the CoC Board for specific responsibilities; therefore, the Board makes certain decisions and acts on behalf of the CoC. The responsibilities required by the CoC Interim Rule and assigned to the CoC Board are outlined below:
· As related to designations and appointments (taken from Delaware MOU and slightly modified):
· Designate a Single HMIS for the entire CoC Geographic Area.
· Designate HMIS Lead, CE Lead, CoC Lead, and Collaborative Applicant for Maine CoC through Memorandums of Understanding, with roles and terms to be reviewed every 5 years, as well as initiate a Letter of Interest process whereby organizations can express interest in being hired for any of the aforementioned designations.
· Evaluate the aforementioned designations on a regular basis, but no less than once every five years.
· As related to governance 
· Develop and implement MOUs as needed/applicable
· Develop and update the Written Standards on regular basis, but no less than annually.
· As related to priorities:
· Receive input from the full CoC Membership on priorities and goals for the CoC, and set those priorities on an annual basis
· Work strategically and develop plans to address the goals and priorities of the CoC and work with the MCoC Managing Council on incorporating these goals and priorities into the MCoC Work Plan.
· As related to the Annual HUD Funding Competition:
· In conjunction with the Collaborative Applicant, create an annual CoC funding application submission timeline
· Review and approve policies related to the rating and ranking process for the CoC funding competition, taking into account CoC system needs, system gaps, system and project performance, strategic goals, HUD threshold requirements and regulations, and HUD and local policy priorities
· Approve annual application to HUD for CoC Program funding
· Act as the funding appeals body for the full CoC, reviewing and making final determinations on provider appeals
· Review and act on the annual funding allocations and reallocations, in conjunction with the relevant Committee and the collaborative applicant
· As related to performance:
· Take action against lower performing projects by acting upon recommendations from the MCoC Managing Council, including the development and implementation of corrective action plans, 
· Monitor system-wide performance as reported on by the System Performance Measures. 
· As related to ESG:
· Consult with ESG Recipients (along with general membership)
· Act as the official liaison for the consolidated planning process and coordination with ESG jurisdictions based on input from the full CoC Membership
· As related to meetings:
· Work with Lead Agency to set Board meeting agendas
· Lead full CoC membership meetings
· As related to reporting:
· Approve HUD-required reporting (i.e., PIT Count, HIC, LSA, etc.) as compiled by the HMSI Lead.
· As related to other:
· Review and act on additional HUD-required activities, in conjunction with CoC Committees and the CoC Lead Agency
· Conduct gaps analysis to inform the funding process in conjunction with the CoC Lead Agency.
· If a Unified Funding Agency (UFA), approve amendments for any grants

· Collaborative Applicant: CoC's Collaborative Applicant responsibilities. These responsibilities are contingent on continued receipt of the appropriate HUD grant funding, and are outlined below (taken from Delaware MOU and slightly modified):
1. Collect and combine the required CoC funding application information from all applicants and for all projects that the Continuum has selected funding
2. In conjunction with the Board, create a timeline for the CoC for the annual CoC funding application submission to the CoC
3. Submit a final draft of the annual application to the CoC Board and CoC membership for approval prior to submission to HUD
4. Submit the annual application to HUD for Continuum of Care Program funding and apply for Continuum of Care Planning dollars
5. Provide the required local match (cash or in-kind) for the CoC Planning Grant. This may include setting a rate for CoC activities (i.e., Board activities) and tracking those contributions from CoC members
· CoC Lead Agency:  CoC's These responsibilities are outlined below (taken from Delaware MOU and slightly modified):
1. As related to designations and appointments:
a. Sit on and participate in all Committees
2. As related to governance:
a. Hold a non-voting Board member seat
3. As related to priorities:
a. Provide information and context to the CoC to guide priority selection through community engagement and resource review (i.e., HUD guidance, relevant updates, best practices, etc.)
4. As related to the Annual HUD Funding Competition:
a. Facilitate local funding competition process in coordination with the Board and relevant CoC Committee
b. Lead community response process
5. As related to performance:
a. Provide necessary information to the relevant CoC Committee so it can establish performance targets in consultation with recipients/subrecipients
c. Create and fulfill any corrective action plans after the relevant CoC Committee decides who to put on Corrective action, and the Board reviews and approves the recommendation
b. Work with the Board and the relevant CoC Committee to complete project performance evaluation and monitoring of recipients/subrecipients, including an evaluation of CoC Project outcomes and report to HUD
6. As related to ESG:
a. Provide reports to ESG jurisdictions to assist them in monitoring data quality, performance and other items as needed or requested.
7. As related to meetings:
a. Schedule meetings, develop and publish agendas, issue meeting materials, including planning grant financial information, and post all relevant documents to the CoC website
b. Assist Board with planning and facilitating meetings (full membership, Board, committees)
8. As related to other:
a. Invite new members at least annually, in conjunction with the MCoC General Assembly and Resource Committee
b. Plan for and conduct, at least biennially, a point-in-time (PIT) count and Housing Inventory Chart (HIC). The PIT must meet the following requirements:
i. Homeless persons who are living in a place not designed or ordinarily used as a regular sleeping accommodation for humans must be counted as unsheltered homeless persons
ii. Persons living in emergency shelters and transitional housing projects must be counted as sheltered homeless persons
iii. Other requirements established by HUD by Notice
c. Review and act on additional HUD-required activities, in conjunction with committees and the Board
d. Aligned with 24 CFR 578.103, record and collect 5 years' worth of evidence that the:
i. Board selected by the Continuum of Care meets the requirements of 24 CFR 578.5(b);
ii. Continuum has been established and operated as set forth in subpart B of this part, including:
1. published agendas and meeting minutes
2. an approved Governance Charter that is reviewed and updated annually
3. a written process for selecting a board that is reviewed and updated at least once every 5 years
4. evidence required for designating a single HMIS for the Continuum
5. monitoring reports of recipients and subrecipients
6. Evidence that the CoC has prepared the application for funds as set forth in 24 CFR 578.9, including the designation of the eligible applicant to be the collaborative applicant.
e. Conduct gaps analysis to inform the funding process in conjunction with the Board.

· HMIS Lead: HMIS, managing and administering all HMIS operations and activities. These responsibilities are contingent on continued receipt of the appropriate HUD grant funding, and are as follows (taken from Delaware MOU and slightly modified):
1. Technical Expertise
a. Maintain knowledge of HMIS data and technical requirements
b. Attend HMIS training opportunities
c. Attend software training opportunities
d. Get connected to HMIS related distributions/listservs/ social media
e. Participate in HMIS regional collaboration
f. Provide data needed to inform the CoC of its progress toward achieving its strategic goals
2. System Administration
a. Oversee the day-to-day administration of the HMIS system
b. Provide staffing for operation of the HMIS
c. Work with HMIS staff to implement the HMIS Policies and Procedures and Governance to ensure all responsibilities are fulfilled in a timely manner
d. Develop policies and procedures to establish and manage fees
e. Maintain a calendar of events, such as report due dates, training dates, monitoring dates, data committee meeting dates, annual recertification due dates, to support ongoing and cyclical HMIS operational activities
f. Ensure the HMIS network infrastructure is up and running
g. Ensure hosting, storage, and back-up procedures are completed in accordance with CoC expectations (if a vendor function, the system administrator should verify)
h. Develop and execute HMIS AP and User Agreements, including:
i. Obligations and authority of the HMIS Lead and the AP
j. Protocols for participation in HMIS
k. Requirements of the policies and procedures by which the AP must abide
l. Sanctions for violating the HMIS Agency Partner Agreement
m. Security and confidentiality requirements
n. Terms of sharing and processing Protected Identifying Information between the HMIS Lead and the AP
i. Add, remove, or update user account information, reset passwords, set and monitor end user access levels
j. Update contact list of AP administrators and APs in conjunction with annual Partner Agency Agreement updates
k. Ensure correct set up of projects in HMIS
I.	Customize/configure workflows within the capacity of the software, as authorized by the CoC, and in accordance with the CoC Privacy Plan, Privacy Notice, and data use and disclosure agreements.
m. Assess and conduct HMIS software performance for improvement
n. Manage contracts for the HMIS vendor, which includes training for APs and HMIS Lead Agency staff, and licensing of HMIS server
o. Work with HMIS staff and software vendor to develop and implement custom project work plans
p. Manage HMIS software updates
q. Test, monitor, and validate software fixes
r. Ensure technical requirements are incorporated into planning for special software projects
s. Ensure the existence of current software technical documentation, such as system configuration and a local HMIS specific data dictionary
t. Remove or archive client data from HMIS as authorized by the CoC
u. Work with software vendor/ensure presence of a disaster protection and recovery plan for data hosting sites, including back-up sites and accessibility protocols
v. Develop and manage a disaster recovery protocol for System Admin/HMIS Lead paper and electronic HMIS documents and agreements
w. Support non-HMIS programs with a comparable database
x. Install and configure new hardware and software, as applicable
y. Determine length of time that HMIS records must be maintained for inspection and monitoring purposes per HUD standards and ensure compliance with these standards
3. Technical Support
a. Develop and establish HMIS support structure, helpdesk, HMIS Policies and Procedures
b. Conduct HMIS support and help desk activities within the scope of established HMIS policies, procedures, and protocols
c. Respond to technical queries and assist end users
d. Troubleshoot and resolve HMIS issues/bug/default tracking with HMIS software vendor
e. Monitor data collection and review report compliance with HUD standards and federal partner requirements, when applicable
f. Manage communication with the HMIS software vendor; report ongoing issues in accordance with HMIS Policies and Procedures
g. Work with HMIS software vendor to plan and implement software upgrades and fixes
h. Oversee and relate small- and large-scale changes to the HMIS database through coordination with the HMIS vendor and AP HMIS agency administrators, if applicable
i. Design and implement a customer feedback forum (HMIS User group) to convene at least annually to discuss implementation of policies and procedures and data entry procedures
j. Manage HMIS public website and community dashboard reporting
k. Develop and, upon adoption by the CoC, implement written policies and procedures for the operation of the HMIS, including requirements and standards for any APs and Users, and provide for the regular update of these procedures, as required by changes to policy
l. Work with the CoC to facilitate HMIS participation of all homeless assistance programs and other mainstream programs serving people experiencing homelessness
m. Ensure the consistent contribution of data that meets all HUD-established technical data standards to the HMIS database by, at minimum, every program operating with funds authorized by the McKinney-Vento Act as amended by the HEARTH Act, including ESG funds
n. Manage and maintain mechanisms for soliciting, collecting and analyzing feedback from Users, AP HMIS agency administrators, CoC project managers, AP executive directors, and persons experiencing homelessness
o. Establish policies, procedures, and conduct security standard monitoring, including HMIS related hard copy documents, such as completed intake forms, printed By Name List s, printed documents with Personal Identifying Information (PII), and filing systems used to house these documents
p. Create and implement a system security plan
q. Implement technical safeguards to protect HMIS data, assuring devices used for HMIS are password protected, have up-to-date antivirus software, have  locking screensavers, have individual or network firewalls, and physical device locations are secure
r. Ensure that the HMIS software is configured correctly to ensure compliance with CoC
established security policies and procedures
s. Monitor audit logs for unauthorized access to client records and report deviations from security protocol according to an established channel of communication
t. Ensure security of data during any electronic transfer of data
u. Conduct security standard monitoring in accordance with established policies and procedures
v. Document technical issues experienced by providers
w. Ensure the consistent participation of recipients and subrecipients in the HMIS
x. Monitor compliance by all APs with HMIS participation requirements, policies and procedures, privacy standards, security requirements, and data quality standards through an annual review, per the process outlined in the HMIS AP and User Agreements
y. Establish protocols for addressing APs' compliance with data quality standards
z. To the extent possible, ensure that projects using an alternate data collection system (such as Victim Service Providers) are compliant with maintaining a "comparable database" in compliance with relevant and current HMIS standards
4. HMIS Privacy
a. Establish policies, procedures, and monitoring plan for the Privacy Notice; client authorization form (Release of Information); and electronic and paper documents containing personal identifying information (i.e., intake forms, assessment tools, By Name Lists, referral forms, etc.).
b. Ensure that the HMIS software is configured correctly to ensure compliance with CoC established privacy policies and procedures
c. Conduct monitoring for compliance to established policies, procedures, and plans and report deviations from privacy protocol according to an established channel of communication
d. Ensure HMIS data processing capabilities, including the collection, maintenance, use, disclosure, transmission, and destruction of data; and the maintenance of privacy, security, and confidentiality protections
e. Develop and, upon adoption by the CoC, implement a privacy policy specifying data collection limitations; purpose and use limitations; allowable uses and disclosures; openness description; access and correction standards; accountability standards; and process and protections for victims of domestic violence, dating violence, sexual assault, and stalking included in the HMIS database
5. Data Quality
a. Develop and, upon adoption by the CoC, implement a data quality plan and HMIS privacy and security policies and procedures, consistent with requirements established by HUD, and review and update this plan annually and upon update to HUD regulations, notice, or guidance
b. Responsible for the implementation of the CoC's data quality plan
c. Establish data quality standards and inform users of these standards
d. Develop and maintain a data quality improvement/ maintenance plan
e. Test, monitor, validate, and verify HMIS software can collect required data elements
f. Monitor data quality in accordance with CoC established Data Quality Management Plan and/or provides support to users to increase data quality
g. Work with end users to identify and resolve data quality issues
h. Perform data integrity maintenance, such as record deduplication/merger, as authorized by the CoC
i. Develop and operate a data quality monitoring plan to ensure HMIS collects required data as per the most recent HUD specifications, including federal partner requirements
j. Establish, maintain, and monitor data and hardware disposal policies and procedures
6. Training
a. Develop and implement a regular training plan for APs, that:
i. Ensures all required HMIS participants have received training and orientation on regulations pertaining to their funding
ii. Includes but is not limited to data entry requirements, capabilities and techniques; system security; privacy; HMIS policies and procedures; data quality; report generation, relevant to the audience {CoC Annual Performance Report, System Performance Measures, Emergency Solutions Grant Consolidated Annual Performance and Evaluation Report); and HMIS vendor data entry/Database
iii. Requires all AP System Administrators to participate in trainings (it is the responsibility of the AP System Administrator to ensure Users at the AP receive training)
iv. Trains new users on how to use HMIS before they receive password protected access to the system (scoring) or collect any HMIS data
v. Ensures every current AP completes a training update at least annually
vi. Meets AP needs
b. Receive user input on training experience and training needs
7. Reporting
a. Manage data imports and exports
b. Create and maintain documentation of custom reports
c. Extract, compile, and analyze HMIS data, in accordance with CoC policies and procedures
d. Create and submit HUD-required reporting (i.e., PIT Count, HIC, LSA, etc.) on time and on behalf of the CoC (with approval from the Board).
e. Extract, compile, and analyze HMIS data, in accordance with CoC policies and procedures, to support service program staff in the creation and submission of federal project reports
f. Contribute to and/or prepare and submit the HMIS APR
8. Grant Administration
a. Prepare and submit HMIS Project Applications for HUD grants in e-snaps
b. Create annual budgets outlining the most efficient resource allocation to meet HMIS requirements
c. Support HMIS by funding eligible HMIS activities with eligible matching sources to serve as the HUD-required match
d. Manage spending for all HMIS HUD grants
e. Manage the reimbursement payment process and maintain records of all reimbursement documents, funds, approvals, denials, and other required or relevant records
f. Ensure accurate and regular (quarterly, at minimum) draw down of grant funding
g. Complete and submit APR for HUD grants in e-snaps
9. Other
a. HMIS Lead Agency fully participates in/cooperates with the CoC Board in reviewing/updating the roles and responsibilities for HMIS in the MCoC's governance charter document, when/as requested
b. Attend MCoC General Assembly, MCoC Managing Committee, and CoC Board meetings 
c. Respond to CoC recommendations and requests
d. Sit on and participate in the Data Committee

2. Leadership Structure
· Board: 
· Currently Chair, VC, secretary, at large seat – keep or change?
· Keep.
· CoC: Currently Tri-Chairs – keep or change? 
· Change:  Have The Board president plan for, conduct, and facilitate MCoC General Assembly meetings (bi-monthly, even numbered months). Have the MCoC Chair plan for, conduct, and facilitate MCoC Steering Council meetings (bi-monthly, odd numbered months)
· Term limits: 
· Yes or no? Yes, for leadership
· If yes, what should those term limits be?
· If yes, for who? 
· Board leadership – Yes, term limit of Two 3-year terms
· Board Members – Yes, term limit of Two 3-year terms.
· Tri Chairs (if kept) – No Tri-Chairs, only one Chair of MCoC Steering Council. Two 3-year term limits.
· Committee Chairs – No term limits for now. Have MCoC Steering Council review this at least annually.
3. Decision Making 
· Responsibilities of the board vs the CoC (see Erin’s spreadsheet) 
· At its foundation, which group is the “brain” of the CoC?
· Each responsibility on the spreadsheet should be designated to the CoC, CoC board, or a committee 
· Roles of Committees and Committee Chairs: 
· Delineating what decisions does a committees have to go to the board/CoC to get approval on and what decisions they can make on their own 
· Decisions that pertain to communication with and submission to HUD require CoC Board of Directors approval.
· Substantive decisions that would change day-to-day operations of projects (policies & procedures, etc.) require approval by the MCoC General Assembly.
· All other decisions are considered routine and can be made independently by Committees (the decisions are reviewed by the MCoC Managing Council).

4. Board Specific: 
· Size of the board – same size limits we have currently, but certain entities/roles ought to be non-voting:
· Board President is a non-voting member (if the VP fills in for the President the VP shall not vote during meetings over which they preside/chair).  In the event of a tie the President shall be the tie-breaker if consensus cannot be reached.
· Collaborative Applicant is staff to the Board (non-voting member).
· MCoC Chair is staff to the Board (non-voting member).
· Board make up 
· Do certain populations/agencies need to be represented?
· If yes, which ones?
· Review process on nominating/electing people to the board – MCoC General Assembly nominates and elects all Board Members.  Nominations and Elections are held publicly during regularly scheduled General Assembly meetings for transparency.  
· Public vs closed meetings – Public, similar to a City Council meeting with Members and staff participating, with time at the end for open discussion including invited guests.
· Review and update COI policy – This needs attention – borrow from other CoCs.
 
5. CoC (‘general assembly’) specific: 
· How often should the CoC meet? See above – MCoC General Assembly meets every other month and then also have MCoC Steering Council meetings occur on off months.  
· What should be the purpose of the meetings? 
· Review voting methods and who is able to vote – are there any changes that need to be made? 

6. General/Other: 
· Who is in charge of updating the following documents & when: 
· CoC Governance/Board Bylaws (which will now be one doc) – MCoC General Assembly
· Written Standards - BOARD
· Paid CoC staff member to do the work? 
· Consultant? – This would be ideal.
