
Northern Panhandle Continuum of Care​
HMIS Lead Agency Role & Scope of Work 

Purpose and Authority 

The HMIS Lead Agency is designated by the NPCoC Board to manage the Homeless 
Management Information System (HMIS) for the CoC’s geographic area in accordance 
with the CoC Program Interim Rule (24 CFR Part 578) and HUD HMIS requirements. 
The HMIS Lead supports the collection, security, quality, and use of client‑level and 
project‑level data to inform planning, performance measurement, and coordination of 
services. 

Designation and Term 

• Designation: The NPCoC Board designates the HMIS Lead Agency by majority vote, 
consistent with the Governance Charter. 

• Term and Renewal: The HMIS Lead provides an annual self-assessment to the Board. 
A two-thirds vote of the Board is required to renew the HMIS Lead for an additional 
year without competition.  

• Transition: In the event of a change in HMIS Lead, the outgoing and incoming agencies 
will follow a Board‑approved transition plan for records, data, contracts, and 
communication. 

Core Functions 

System Administration and Infrastructure 

• Select and manage HMIS software and vendor relationships, with Board approval 
when required. 

• Maintain system configuration, data visibility, agency participation agreements, 
licensing, user accounts, and role‑based permissions. 

•Ensure consistent HMIS participation by CoC recipients and other participating 
organizations 

• Ensure adequate system capacity, uptime, backups, and disaster recovery procedures. 

• Implement a documented change‑management process for system updates and 
configuration changes, including communication with participating agencies. 



Privacy, Security, and Compliance 

• Maintain and regularly update the HMIS Privacy Plan, Security Plan, and Data Quality 
Plan, for review and approval by the NPCoC Board, and ensure that these Plans are 
implemented across the HMIS. 

• Ensure compliance with HUD HMIS Data Standards and all applicable federal, state, 
and local privacy laws, including timely communication to participating HMIS agencies 
regarding applicable changes. 

• Implement and monitor security measures, including user authentication, encryption 
(where applicable), and incident response protocols. 

• Conduct at least annual security and privacy audits, reporting results and remediation 
steps to the Board or designated committee. 

Data Quality and Reporting 

• Establish clear data quality expectations for completeness, accuracy, timeliness, and 
consistency across all participating agencies. 

• Produce regular data quality reports and work with agencies to resolve issues, 
including technical assistance and corrective action plans where needed. 

• Generate and submit all HUD‑required HMIS‑based reports (e.g., LSA, SPM, APRs 
where applicable) in collaboration with the Lead Agency. 

•  Partner with the CE Lead and relevant committees to manage and maintain by‑name 
lists or other prioritization lists. 

• Develop user‑friendly dashboards and summary reports for the Board, committees, 
and providers to support data‑informed decision‑making and equity analysis. 

Training and Technical Assistance 

• Provide initial and ongoing HMIS training for all end users, tailored to roles (e.g., data 
entry, supervisors, administrators). 

• Maintain up‑to‑date training materials, including manuals, recorded webinars, and 
quick‑reference guides. 

• Offer helpdesk or ticketing support to respond to user questions and technical issues 
within agreed service‑level timeframes. 



• Coordinate with the Lead Agency and CE Lead to integrate HMIS topics into broader 
CoC training (e.g., Coordinated Entry, Written Standards, VAWA, Housing First). 

Governance and Collaboration 

• Consult with the CoC Board and the Collaborative Applicant to apply for and accept 
dedicated HMIS grant funds on behalf of the CoC 

• Participate in CoC committees and workgroups as requested, particularly those 
focused on data, performance, equity, and Coordinated Entry. 

•Consult with the CoC Board and the Collaborative Applicant to review and update all 
relevant HMIS governance documents (including HMIS policies and procedures) at least 
annually 

 • Provide guidance on the data implications of proposed policy changes, funding 
decisions, and system re‑design efforts. 

• Collaborate with neighboring CoCs, the state, and other partners as appropriate for 
shared or comparable databases, cross‑CoC initiatives, or state‑level reporting. 

• Support the Board in periodically evaluating HMIS Lead performance using tools such 
as an HMIS Lead evaluation matrix or self‑assessment checklist. 

Special Populations and Comparable Databases 

• Support implementation of HUD‑compliant comparable databases for victim service 
providers or other projects that cannot enter data directly into HMIS. 

• Provide guidance to these providers on data standards, reporting, and privacy 
requirements while respecting safety and confidentiality needs. 

• Coordinate aggregate data reporting from comparable databases to inform system 
planning and performance measurement. 

Performance Standards & Monitoring 

The HMIS Lead’s performance will be evaluated annually using criteria such as: 

• System availability and reliability; success in implementing backups and recovery 
tests. 

• Timeliness and quality of HUD‑required reports and locally requested dashboards. 



• Data quality trends across agencies and project types. 

• User satisfaction with training, helpdesk, and technical assistance. 

• Progress on improvement goals identified in prior evaluations (e.g., reducing error 
rates, improving timeliness, strengthening equity analysis). 

MOU  

A written agreement between the CoC and the HMIS Lead will typically include: 

• Parties and Purpose – Identification of the NPCoC Board and HMIS Lead, and a 
statement of the role of HMIS in supporting the CoC. 

• Term and Renewal – Effective date, term of designation, renewal conditions, and 
procedures for transition or termination. 

• Responsibilities of the CoC – Governance, policy approval, prioritization of 
enhancements, and support for provider compliance. 

• Responsibilities of the HMIS Lead – Detailed system administration, privacy/security, 
training, quarterly reporting to the Board, and collaboration responsibilities consistent 
with this document and HUD guidance. 

• Service‑Level Expectations – Helpdesk response times, training frequency, reporting 
deadlines, and data quality thresholds. 

• Cost and Funding – Budget, funding sources, fees (if any), and cost allocation 
approach. 

• Data Ownership and Use – Clarification that client‑level data are held in trust on 
behalf of the CoC and participating agencies, with limits on secondary use. 

• Incident Response and Breach Notification – Steps to be taken in the event of a data 
breach or serious incident, including notification timelines. 

• Dispute Resolution and Termination – Procedures to address disagreements and, if 
necessary, transition HMIS responsibilities to another entity. 

• Signatures – Authorized representatives of the NPCoC Board and HMIS Lead Agency, 
with date of execution. 


