
Arizona Statewide HMIS Collaborative Governance Framework 

Name  
The Collaborative shall be named the Arizona HMIS Governance Collaborative, herein referred to as the 
Collaborative. It serves as the central advisory body representing the three Arizona Continuums of Care 
(CoCs): Arizona Balance of State Continuum of Care (AZ BoS CoC), Maricopa Regional Continuum of Care 
(MR CoC), and Tucson Pima Collaboration to End Homelessness Continuum of Care (TPCH CoC). 

Purpose 
The Arizona HMIS Governance Collaborative serves as the central advisory body responsible for the 
collective management, implementation, and maintenance of the statewide Homeless Management 
Information System (HMIS) database. As the primary advisory entity, the Collaborative plays a pivotal role 
in guiding the development and implementation of standard statewide baseline policies and procedures. 
These policies and procedures are essential for ensuring uniformity across all Arizona CoCs. Each CoC is 
required to implement these baseline standards but retains flexibility to adopt more stringent policies to 
meet their specific needs. 

The Collaborative provides statewide oversight and leadership in critical areas, such as policies, training, 
data quality, system improvements, and funding sustainability. It develops statewide protocols, coordinates 
vendor procurement processes, and ensures compliance with HUD requirements while offering tailored 
support to each CoC. While maintaining statewide consistency, the Collaborative allows CoCs the flexibility 
to implement stricter policies and procedures as long as they meet the baseline standards. 

Each CoC, through its HMIS Lead, is responsible for local implementation. Each CoC maintains independent 
HMIS administrators. CoCs adhere to the statewide standards set by the Collaborative while managing the 
day-to-day administration of the HMIS system within their communities. Their duties include handling local 
data access, onboarding agencies and users, delivering training, and communicating with vendors. CoCs 
also provide input to the Collaborative to help shape statewide strategies and contribute to improving the 
HMIS system. 

Together, the Collaborative and CoCs ensure the HMIS system is effectively managed, balancing statewide 
uniformity with the flexibility to address unique local needs. This partnership strengthens Arizona’s efforts 
to record, report on, and improve housing and homelessness services through the HMIS database. 

Collective Activities of the Collaborative 

The Collaborative is responsible for providing guidance and assistance to the HMIS Lead 
Organization(s) staff, CoC governing bodies, and contributing providers within each of the three 
participating CoC on all matters regarding homeless service data and HMIS. Its decisions, once 
made, are binding and cannot be altered, revised, or otherwise modified by any CoC. These 
decisions must be implemented within each CoC as determined by the Collaborative. These 
binding activities address the common HMIS policy and governance issues that affect each CoC 
individually and collectively.  

The collective activities of the Collaborative include, but are not limited to, the following binding 
activities: 

● Policies, Procedures, and Implementation: Decision-making and leadership to review
and revise, at least annually, the Arizona HMIS Policies and Procedures and generally
guide the implementation of the policies for the statewide HMIS software system for
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the three CoCs. The Arizona HMIS Policies and Procedures are the statewide baseline 
that each CoC must meet for privacy, security, and data quality. However, each CoC can 
set more stringent (not less stringent) policies and procedures if desired. 

● Data Access & Use: Design protocols for accessing, utilizing, and reporting data to
improve the delivery of homeless services across the state. The Collaborative will make
statewide decisions on the uses of client level and aggregate data requests. Each CoC
reserves the right to access, utilize, and otherwise report on CoC-specific data
according to its own data use policies, procedures, and protocols.

● Training: The Collaborative will guide the development and implementation of
standardized training requirements to ensure consistency across all CoC’s. Each CoC
will be responsible for implementing the training at the local level.

● Data Sharing: Develop statewide data sharing protocols for HMIS that support CoC

collaboration to end homelessness.

● Support: Provide support to each CoC individually in their efforts to identify and
diminish potential barriers to the use and improvement of the statewide HMIS
database.

● Funding Sustainability: The Collaborative will set the core budget for the statewide
HMIS. As the work evolves, it will identify any added costs and decide how to manage
them. The Collaborative will also explore additional public and private funding to
support long-term success beyond HUD funding.

● HUD HMIS Compliance: Encourage collaboration of CoCs and HMIS Lead Organizations
to ensure statewide HMIS implementation is compliant with all HUD HMIS
requirements including adoption and implementation of HMIS data standard updates
and changes and support of all required HUD HMIS reporting support.

● Vendor Coordination: The Collaborative oversees and supports vendor coordination to
ensure a unified HMIS system across all CoCs including, vendor selection, contracting,
compliance, performance, and statewide communication. It sets system standards and
advocates for improvements. Each CoC handles local implementation, including data
collection, reporting, end-user training, privacy policies, resolving technical issues,
monitoring vendor performance, and specific vendor requests. This structure ensures
consistency while allowing flexibility for CoC-specific operations.

The collective activities of the Collaborative are limited to those items that affect the HMIS 
across the State of Arizona. Therefore, the following activities are not deemed to be included in 
the collective impact activities of the Collaborative: 

● Use of local data for reporting that does not include data from more than the local CoC.

● Management of the costs associated with CoC-specific system features, modifications,
or modules that do not affect state-wide HMIS operation.

● Selection of the HMIS Lead by each CoC.

● Creation of an HMIS budget and staffing plan for each CoC.

Composition 
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The Collaborative will have equal representation from the three Arizona CoCs, with each CoC 
forming its own process to decide who represents them. Representation will include four 
representatives from the Arizona Balance of State CoC (AZ BoS CoC), four from the Maricopa 
Regional CoC (MRCoC), and four from the Tucson Pima Collaboration to End Homelessness (TPCH 
CoC).   

These twelve representatives will be able to vote on matters presented to the Collaborative. No 
individual can represent more than one CoC, although multiple members from a single 
organization may represent a CoC or multiple CoC, if nominated and elected by the CoC. Each 
CoC is limited to having a maximum of two representatives from the same agency serving as 
members of the Collaborative. The term of voting members will be a minimum of one year and 
shall be confirmed annually by their originating CoC for a maximum term of five years. If a 
representative wishes to resign, see the “Resignation and Removal” section of this document. In 
addition to the twelve voting representatives listed above, non-voting members are welcome to 
join the Collaborative on an ad hoc basis or ongoing basis. All voting and non-voting members 
are allowed to present topics to be included in the meeting agenda. Items to be voted on must 
be on the meeting agenda. 
 
CoC elected members should have HMIS knowledge and capacity for the role. The election 
processes of each CoC will result in staggered terms and membership of the Collaborative.  
Each CoC shall elect four members that represent their CoC that may, but do not have to, 
represent the following: 
 

●​ CoC Board Member(s) 
●​ Contributing HMIS Organization representative(s) 
●​ CoC Staff Member(s) 
●​ HMIS / Data Committee Member(s) 
●​ Homeless or formerly homeless person(s) 

3  

Agenda Item 4B



Arizona Statewide HMIS Collaborative Governance Framework 

Conflict resolution 
If there’s a disagreement or problem within the Collaborative or between CoCs, the process starts by 
submitting a written explanation of the conflict to the Chair. Concerns must be formally submitted in 
writing to the Chair, who will facilitate mediation with the parties involved. If unresolved, the issue will 
escalate to an ad hoc Conflict Resolution Subcommittee with equal representation from all CoCs. The 
subcommittee reviews the issue and proposes a resolution, requiring supermajority approval from the 
collaborative. All steps are documented to ensure transparency. If a party is unsatisfied, they may 
make an appeal to the Collaborative for a final determination. The CoC boards will appoint new 
representatives to a conflict resolution subcommittee to make the final determination.  
 

Meetings and Attendance 

At a minimum, the Collaborative will conduct meetings on a quarterly basis with increased 
frequency when needed. Advance notification of meeting dates, times, and locations will be 
provided to all Collaborative members. The meetings will be scheduled during the first meeting 
of each calendar year so that members may plan accordingly. 
 
Members are requested to attend meetings to ensure continuity in the process. Remote 
participation is considered as “present” and will be facilitated by the Collaborative. Members are 
expected to attend a minimum of 75% of the regularly scheduled meetings. 
 
Should a member experience a last-minute issue that prevents attendance, the member shall 
notify the Chair or other Collaborative Officer via telephone or email. 
 
Voting 
Voting is designed to promote consensus among the three CoCs. A quorum requires at least one 
representative present from each of the three CoCs and over 50% of all representatives (5 of 9). 
Decisions must be made by full consensus of the three CoCs—all CoCs must each individually have 
50% or greater of their present representatives approve in order for a vote to pass. ​
 
Meeting guests, including HMIS Lead staff, may participate in discussions but do not have voting 
rights. HMIS Lead staff attend in a support role. The Collaborative may set up virtual voting 
procedures as needed. 
 
Facilitator 

To support coordination and decision making, the Collaborative intends to engage a neutral, 
part-time Facilitator. This role is designed to enhance meeting facilitation, ensure consistent 
implementation of decisions, and promote transparent communication across partners. This role 
involves leading and managing meetings, preparing agendas, guiding discussions, and 
documenting outcomes. The Facilitator will also oversee timelines, monitor progress on shared 
initiatives, and help ensure implementation of decisions. As an impartial convener, the Facilitator 
fosters open communication, resolves bottlenecks, and promotes collaboration while remaining 
independent from CoCs. The Facilitator will operate independently from CoC Officer roles and will 
not hold voting authority or decision-making power. Should the Collaborative choose to not 
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engage a third party facilitator, these duties will be covered by Collaborative members.  

The Facilitator’s duties will be to: 

●​ Lead and manage Collaborative meetings, including agenda preparation, discussion 
facilitation, and documentation of outcomes (e.g., voting results, meeting notes). 

○​ Finalize all meeting materials in coordination with the Chair and/or Vice Chair 
●​ Oversee timelines and tracking progress on shared initiatives to ensure accountability and 

alignment. 
●​ Maintain a repository of meeting records for official documentation and ensure 

accessibility to all members. 
●​ Support implementation of decisions by maintaining clear records and follow-up 

processes. 
●​ Foster open communication, resolve bottlenecks, and encourage collaboration among 

stakeholders. 

Officers 

The Collaborative will have two Officer Positions who work closely with the Facilitator: Chair and 
Vice-Chair. The Collaborative voting representatives will elect the Chairperson and Vice 
Chairperson on an annual basis. Both Officer Positions are expected to serve a one-year term. 
Officers can be re-elected to their seat once for a maximum term of two years. Each Officer 
Position will be held by a member representing only one of the three distinct Arizona CoC. 
 
The Chair’s duties will be to: 

●​ Serve as primary point of contact for the Collaborative. 
●​ Develop meeting agendas with the Facilitator. 
●​ Work with the Facilitator to ensure communication of Collaborative matters to all 

members. 

●​ Work with the Facilitator to notify all three CoC on policy decisions that need to be acted 
upon by the CoC. 

●​ Ensure adherence to Collaborative policies and procedures during meetings to maintain 
consistency in decision-making. 

●​ Represent the Collaborative in external discussions or events. 
 
The Vice-Chair’s duties will be to: 

●​ Assist the Chair as necessary. 
●​ Fulfill the duties of the Chair in the absence of the Chair. 

 
Resignation and Removal 
A Collaborative member may resign from the Collaborative by submitting a written notice to 
the Chair. A Collaborative member or Officer may be removed from the Collaborative by a 
majority vote, if within that majority at least two persons from each CoC votes to do so. This 
may only occur if the member is in violation of the attendance policy or the Code of Conduct as 
outlined below. If an Officer resigns or is removed from the Collaborative, the Collaborative 
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votes to fill the officer vacancy. Each CoC will be responsible for selecting their own 
representatives. 

 
 
Code of Conduct 
This Code of Conduct establishes a baseline for governing the performance, behavior, and 
actions of the Collaborative and its members. While serving as a foundational guideline, each 
CoC retains the authority to implement and abide by more stringent conduct standards as 
deemed appropriate for their specific needs and circumstances. 

 
1.​ Conflicts of interest may arise when any Collaborative member has a financial, family, 

or any other beneficial interest in the vendor firm selected or is considered for an 
award for the HMIS software or HMIS Lead. 

 

2.​ No Collaborative member may participate in the resulting decisions concerning the 
award of a grant or other financial benefits (e.g. direct HMIS funding from HUD or other 
sources) to the organization that the member represents or concerning how recipients 
of such funding are evaluated. In these cases, the member with a conflict, must recuse 
themselves from participation in voting, though they may participate in conversation to 
offer subject matter education and input. All members of the Collaborative are required 
to sign a conflict of interest form stating their association with agencies and projects 
that can reasonably be expected to apply for and/or receive funding through the CoC 
process or other process where HMIS-related funding is allocated. All associations will 
be made public to the full Collaborative membership prior to any process that will 
determine how HMIS funding is allocated or how recipients of HMIS funding are 
evaluated. Members with a conflict of interest are expected to recuse themselves from decisions 
where there is a real or perceived conflict of interest. 

 
3.​ No Collaborative member shall do business with, award contracts to, or show favoritism 

toward a member of his/her immediate family, spouse’s family or to any company, 
vendor, or concern who either employs or has any relationship to a family member; or 
award a contract or bid which violates the spirit or intent of Federal, State, and local 
procurement laws and policies established to maximize free and open competition 
among qualified vendors. 

 
4.​ Collaborative members shall neither solicit nor accept gratuities, gifts, consulting fees, 

trips, favors, or anything having a monetary value. 
 

5.​ As permitted by law, rule, policy, or regulation, the Collaborative shall pursue 
appropriate legal, administrative, and/or disciplinary action against a Collaborative 
member, vendor, or vendor’s agent who is alleged to have committed, has been 
convicted of, or pled no contest to a procurement related infraction. If said person has 
been convicted, disciplined or pled no contest to a procurement violation, said person 
shall be removed from any further responsibility or activities on behalf of the 
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Collaborative. 

The Code of Conduct cannot conflict with the Conflict of Interest requirements of the CoC 
Program interim rule (24 CFR 578.95).  

Ratification 

This governance framework shall be effective upon approval by a majority vote of all three 
Arizona CoC as determined by their CoC governance process. CoC approval shall be by signature 
of each CoC Board which are documented and stored by the Collaborative Chair and Facilitator. 
This governance was ratified by the following CoCs: 

● AZ Balance of State CoC

● Maricopa Regional CoC

● Tucson Pima Collaboration to End Homelessness CoC

Amendments 

Recommendations to change or amend governance framework may be made by any 
Collaborative member and shall be submitted at a regular meeting of the Collaborative. 
Proposals shall stand for action and be open for discussion among Collaborative members. 
Changes shall be in effect upon approval by a quorum and super majority vote of the 
Collaborative members. Super majority shall mean at least two votes per each of the three 
CoCs and at a minimum a total of nine votes. Upon approval, the Chair shall update the 
governance document to reflect the changes and distribute updated copies to all members and 
all three CoC before the next regular meeting. 
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Responsibilities of The Collaborative and Local CoC HMIS Leads 

 The Collaborative  Local HMIS Lead 

System 
Administration 

Set shared standards in area defined 
below for implementation by CoC 
System Administrators 

Identify and establish CoC level HMIS 
administrator. Ensure CoC 
Administrator implements and abides 
by shared Governance decisions. 

Policies, 
Procedures, and 
Implementation  

Establish and maintain statewide Arizona 
HMIS Policies and Procedures. 
Provide leadership to annually review 
and update the Arizona HMIS Policies 
and Procedures, ensuring they guide 
statewide HMIS implementation and set 
baseline standards for privacy, security, 
and data quality. 

Implement the Arizona HMIS Policies 
and Procedures as the statewide 
foundation for privacy, security, and 
data quality. CoCs have the flexibility to 
adopt stricter policies and procedures, 
provided they meet or exceed these 
baseline requirements. 
 

Onboarding New 
Agencies and 
Users 

Develop statewide onboarding 
protocols and standardized 
documentation (user agreements, 
application form). 

Facilitate onboarding processes 
locally, including new agency 
applications, user agreements, and 
account setup.  
 
Serve as the signing entity for HMIS 
Partnership agreements.  
 
Support new agencies and users in 
accessing and using HMIS systems 
effectively.  
 

Data Access & 
Use 

Design protocols for accessing, utilizing, 
and reporting data to improve the 
delivery of homeless services across the 
state. The Collaborative will make 
decisions on the state-wide uses of 
client level and aggregate data 
requests.  

Ensures access protocols are aligned 
with statewide protocols. ​
Each CoC reserves the right to 
access, utilize, and otherwise report 
on CoC-specific data according to its 
own data use policies, procedures, 
and protocols. 
 

Funding 
Sustainability 

Define shared system costs and determine 
sharing and allocation of costs between 
partners. 

Leverage the statewide HMIS 
implementation, demonstrate data 
collection, analysis, and reporting 
capabilities to identify state, local, and 
private funding sources to 
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supplement dedicated HUD funding, 
and recommend additional funding 
mechanisms to support the statewide 
HMIS implementation. 
Provide financial support for shared 
costs as well as  costs related to the 
CoC. 
 

Reporting HUD 
Mandated 
Reports (e.g., 
HIC, PIT, SPM, 
LSA) 

Ensure the software is compliant with HUD 
data standards, reporting requirements, 
including the Housing Inventory Count 
(HIC), Point-In-Time (PIT) count, System 
Performance Measures (SPM), and 
Longitudinal Systems Analysis (LSA).  

Each CoC is responsible for ensuring 
accurate and timely data submissions 
for HUD-mandated reports, using 
locally determined processes. CoCs 
will support agencies in contributing 
the necessary data in a way that aligns 
with local practices and needs. 

Other Non-HUD 
reporting (e.g. 
local CE 
reporting) 

Support in coordinating data procurement 
as needed. 

Each CoC is responsible for deciding 
what non-HUD reporting their CoC 
needs to carry out basic duties.  

Training The Collaborative will provide overall 
guidance for HMIS training across the 
statewide system, including identifying 
shared priorities and core content. This 
may include topics such as policies, privacy 
standards, and consistent system use. Each 
CoC will determine how best to deliver and 
manage training locally to meet these 
expectations. 

Each local HMIS lead will deliver 
trainings based on the established 
curriculum, track training sessions, 
support end-user training 
opportunities, and collaborate with 
HMIS Lead Organizations to meet 
the defined training goals  

Data Quality 
Requirements & 
Plan  

Develop statewide Data Quality 
Standards, including benchmarks for 
accuracy, completeness, timeliness, 
and consistency. 

Each CoC will use its own approach to 
carry out data quality efforts that follow 
the statewide Data Quality Plan. CoCs 
will help providers and users 
understand the expectations and 
support them in meeting the standards. 

Communication Disseminate information to all three 
CoCs about the statewide HMIS 
database policies, procedures, and 
access to and use of data, as well as 
the Collaborative activities, minutes, 
notes, membership and 

The HMIS Leads reserve the right of 
HMIS Lead Organizations to 
communicate directly with HMIS 
participating agencies and end users 
about technical and functional 
matters related to the statewide 
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decision-making procedures. Provide 
accessible documentation that 
promotes transparency and 
accountability including meeting 
minutes, decision making procedure, 
etc. 

HMIS. 
 
Ensure communication channels 
within each CoC for sharing updates 
on policies and procedures. 

Data Sharing  Develop statewide data sharing 
protocols for HMIS that support CoC 
collaboration to end homelessness. 
 

Adopt collaborative standards within 
CoC for data sharing and allowable 
sharing activities. 

System 
Improvement 

The Collaborative will help shape 
strategies to improve HMIS coverage, 
data quality, and overall system 
performance across the state. It will 
support identifying which efforts should 
be handled at the statewide or CoC level. 
The Collaborative will also work with 
each CoC to understand and reduce 
barriers, while promoting ongoing 
improvements to ensure the HMIS 
supports Arizona’s efforts to end 
homelessness. 

Work with the statewide Collaborative 
to stay aligned on shared goals, while 
putting local improvement efforts into 
action based on the needs of each CoC. 
This includes tailoring strategies to fit 
local contexts, identifying opportunities 
for better system performance, and 
helping move statewide priorities 
forward at the community level. 

HUD HMIS 
Compliance 

Ensuring statewide HMIS 
implementation is compliant with all 
HUD HMIS requirements including 
adoption and implementation of HMIS 
data standard updates and changes and 
support of all required HUD HMIS 
reporting support. 
 

Support CoC-level compliance with HUD 
reporting requirements and standards. 

Software 
Administration 
and Customization 

Identify the areas of software 
configuration and customization that 
require or benefit from statewide 
standardization (ex. user roles, visibility 
settings, provider set-ups, avoid duplicate 
custom fields). Establish standards for 
those items identified. 

Implement shared standards and 
develop CoC approach for 
non-statewide items. Communicate 
new customization needs with 
Collaborative to facilitate alignment 
when appropriate. 

Vendor 
Contracting  

Conduct periodic reviews of the HMIS 
vendor contract to ensure alignment 
with statewide goals and compliance 

Provide input to the Collaborative 
during procurement to reflect local 
system needs. 
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with requirements. 
 
Oversee contracting process, facilitating 
procurement and vendor selection, and 
supporting contract execution to 
maintain consistency statewide. 
 
Provide oversight for agency managing 
the vendor contract for the state, 
ensuring it aligns with both local and 
statewide governance and standards. 
 

 
 
Handle communications with the 
vendor to address local system 
operations and support. 
 

Vendor 
Coordination  The Collaborative oversees vendor 

coordination to ensure a unified HMIS 
system across all CoCs. Its responsibilities 
include: 

●​ Handles major software and 
vendor initiatives and 
communications.  

●​ Monitoring HMIS standards and 
compliance. 

●​ Acting as the main liaison for 
system-wide vendor 
communication. 

●​ Overseeing issue resolution, 
upgrades, and technical support. 

●​ Monitoring vendor performance 
and advocating for system 
improvements. 

 

 
Each CoC handles local implementation, 
including: 
 

●​ Managing CoC-specific data 
collection and reporting. 

●​ Providing end-user training and 
technical support. 

●​ Implementing local privacy 
policies beyond statewide 
requirements. 

●​ Communicating unique CoC 
needs to the Collaborative for 
system-wide coordination. 
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