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Governance Charter Revisions Summary 
Out-Wayne County Continuum of Care 

Prepared by AppelWorks 

Background & Methodology 
 

Purpose: In order to achieve the goal to end homelessness in Out-Wayne County, the CoC 

has embarked on reviewing its charter and governance to improve effectiveness and 

efficiencies. This charter review and revision process is required by the HUD code of 

regulations (24 CFR 578 Section 5, 7 and 9) on an annual basis. 

 

Methods: The AppelWorks team has conducted research on other CoC governance models 

as suggested by the National Alliance to End Homelessness, NAEH. Several recommended 

CoC governance structures have been utilized to provide options. These high performing 

CoC’s have been able to obtain the highest points allocated from the HUD NOFA funding 

process as well has presented at various national conferences. 

The consulting team reviewed the Out-Wayne County CoC existing charter, compared it to 

the HUD  regulation  code  compliance, HUD  technical   assistance   governance   

presentations and NAEH recommended leading local CoC Charters. Each CoC configuration 

is uniquely based on their local circumstances and membership. Documents referenced, as 

recommended by HUD Exchange and NAEH: 

v  Good Governance: Essential Elements.  NAEH July 29, 2014    

v  Southern Nevada CoC Governance Structure January 12, 2017  

v  Texas Balance of State CoC Governance Charter 2015 to 2017 

 

Task at Hand: AppelWorks has assembled a revised Charter draft that is representative of the 

results of the Governance Committee meetings on April 12th and June 28th alongside 

discussions with Lead Agency Wayne Metro.  This summary document is written to focus on 
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the key principles that have been updated in the Charter.  At AppelWorks we recognized that 

it could be difficult to easily follow the important points underlying the changes.  This 

document is based upon the memo we presented at the first Governance Committee meeting 

that was organized around four focus areas:  Membership, Committees, Decision Making and 

Ongoing Governance Evaluation. 

 
There are several changes that fall outside of these four areas and so we want to note them 
here: 

v There is a proposed name changes from the Out-Wayne County Homeless 
Services Coalition to the Out-Wayne County Continuum of Care 

v Appendix A Glossary of Terms has been added 
v Some of the language in the Charter has been revised to include specific 

references to the Hearth act rule 
 

For the July 16th CoC Membership Meeting, proposed changes to the Governance Charter are 

being provided for discussion and approval.  Once the membership has provided its approval of 

Governance revisions, AppelWorks will work with Wayne Metro and one of their staff attorneys to 

finalize the language to the Charter.  We will send that document to Wayne Metro and the 

Governance Committee for confirmation that the final language reflects the decisions of 

Membership. 
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PRIORITY FOCUS 1 - MEMBERSHIP 
 

ü Broadening participation in CoC activities beyond the current agencies to the more 
diverse set of stakeholders contemplated in the regulations. 

ü Transparency through disclosure of conflicts of interest among all members and 
any staff, consultants, board and committee members 

 

Changes proposed for the Charter:  
1. Annual review of the stakeholder matrix contained in the annual HUD CoC NOFA application 

to see what types of sectors, agencies or persons are missing from participation in the Out-
Wayne CoC (including currently homeless or formerly homeless persons).  See the example in 
Appendix F adapted from the FY 2017 NOFA. 

2. For implementation after the revised Charter is developed - Develop a written procedure to 
evaluate stakeholder participation and gaps on an annual basis and take outreach actions to 
invite new members so that as many of the sectors/person in the matrix have some level of 
participation in the Out-Wayne CoC  

3. Creating a Community Wide Meeting to be held once to twice a year as a strategy to 
contribute to expanding stakeholders contributing to the CoC 

4. Develop a conflict of interest form and have all members fill it out  
 

Where to Find the Proposed Changes in the Charter:  
1. Article IV Membership  - Revised/Added Sections C, D and E 
2. Article VI Organizational Structure – Community Wide meeting is noted in the new 

organizational chart 
3. Article X Meetings – Community Wide meeting is listed in the CoC’s new annual Calendar of 

Meetings 
4. New Code of Conduct form that is Appendix C 
5. New Out-Wayne County CoC Sector List in Appendix F 
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MEMBERSHIP (Continued) 
 

ü Defining who represents member agencies at meetings and for voting 
ü Reinforcing the existing Charter policy of one agency, one vote 
ü Defining the membership structure – is there multiple levels of membership? Are 

individuals treated the same as agencies? 
ü How to define the requirements for members to be in good standing? 
ü Should membership dues be maintained or eliminated? 

 

Changes proposed for the Charter:  
1. For implementation after the revised Charter is adopted: 

a) Create Name Tents that are color coded and provided for each member at each 
meeting. Tents are set up to help identify members present and demonstrate 
yes/no/abstain for any vote by members. 

b) Have a membership tracking sheet dashboard that shows for each member if dues are 
paid, attended membership meetings, committee participation.  

2. Reinforce existing Charter policy of memberships for individuals and agencies 
3. Reinforce existing Charter policy that each member, individuals and agencies, are entitled to 

one vote.  Clarify that If the staff person for an agency joins as an individual member they 
would be excluded from voting. 

4. Clarify requirements for members to be considered in good standing 
5. Maintain dues at $50/annually with an option to waive if this represents a financial burden 

 

Where to Find the Proposed Changes in the Charter:  
1. Article VI Organizational Structure  - Revised Sections A and B 
2. New Appendix D – Membership Participation Dashboard that will be maintained by Lead 

Agency Wayne Metro via the Facilitator 
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PRIORITY FOCUS 2 – COMMITTEE STRUCTURE 

ü Building committee structures that assure year-round attention to CoC 
responsibilities and distribute those responsibilities among CoC members. 

ü Reducing and repurposing committees to balance capacity of a small CoC 
ü Creating schedules and champions to improve participation and effectiveness of 

committees 
 

Changes Proposed for the Charter:    
1. Consolidate standing committees to three: 1) Quality and Performance; 2) Community 

Engagement; 3) Planning and Program Development. Ad Hoc committees can be created for 
other purposes that are specific to a time sensitive goal. Examples of Ad Hoc Committees 
include: Ranking Projects for the HUD CoC NOFA, PIT Count, and Homeless Awareness Week.  

2. Have a written document outlining Roles, Responsibilities and Timeline of meetings for each 
committee 

3. Develop a flowchart /organizational structure for clarity and include in the charter  
4. For implementation after the revised Charter is Approved:   

a) Have part of the Facilitator’s job description be to organize scheduling for committee 
meetings and insure committee heads are following through with agendas and 
reminders  

b) Each committee provides report at CoC membership or board/advisory meetings 
 

Where to Find the Proposed Changes in the Charter:  
1. Article VI Organizational Structure – New Organizational Chart Section A 
2. Article VII Committees - revised list of Committees with responsibilities and timelines 
3. Article X – Meetings – entire Article substantially revised and added to including with annual 

calendar that includes committee meetings 
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PRIORITY FOCUS 3 – DECISION MAKING 

ü Building decision making structures for the range of CoC responsibilities - from 
data management to NOFA submission to project ranking – to facilitate better 
decision making. 

ü Roles and responsibilities of lead agency and HMIS lead agency are added 
ü How are decisions or recommendations from Wayne Metro as the lead agency about 

CoC matters communicated to the entire CoC? 
ü Institutionalizing clear powers for signing on behalf of the CoC 

Changes Proposed for the Charter:    
1. Maintaining a regular monthly membership meeting as a community gathering place to 

facilitate discussion, relationship building and decision making 
2. Replacing the current Board/Advisory Committee with: 

a) Odd number Board structure of 10 to 15 
b) Board Executive Committee  of officers (will represent  multiple agencies) 

3. Board members and Officers will have two year terms.  Terms will be staggered. 
4. Members will elect the board positions including officers.  
5. Creating a Community Wide Meeting to be held once to twice a year as a strategy to 

contribute to expanding stakeholders contributing to the CoC 
6. Defining that responsibility of the Facilitation of the CoC is the responsibility of Lead Agency 

Wayne Metro.  The Facilitator will not be chosen by the membership but be appointed by 
Lead Agency Wayne Metro.   

7. To implement the changes to the structure and responsibilities of the Facilitator, Lead 
Agency Wayne Metro will work to determine the job description for the Facilitator. This will 
include determining a goal for the number of hours the Facilitator will dedicate to the CoC 
and whether additional resources need to be raised to meet that goal.  

8. Signatory powers on behalf of the CoC will be held by: 
a) Facilitator – support letters, routine correspondence 
b) Senior Executives of Lead Agency Wayne Metro – contracts, NOFA or RFP documents 

9. For implementation after revised Charter is approved:  Facilitator creates a report of HUD 
communication and administrative actions from Wayne Metro to be distributed to the CoC 
on a monthly basis 

Where to Find the Proposed Changes in the Charter:  
1. Article V Lead Agency, HMIS Lead Agency, and Facilitation – entire Article substantially revised 

and added to 
2. Article VI Organizational Structure  – New Organizational Chart Section A, Revised Section B 
3. Article VIII Board – entire Article substantially revised and added to 
4. Article X – Meetings – entire Article substantially revised and added to including with annual 

calendar that includes Membership, Committees, Board and Executive Committee meetings 
5. Article XI Voting and Decision Making – entire Article substantially revised and added to 
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Proposed Organizational Structure for Out-Wayne CoC Governance 

Frequency  

of Meeting  

 

 

 

 

  

One to Two 
Times  

Annually 

As Needed 

Monthly 

Combined 
Meeting 

Every 
Other 
Month 

CoC Facilitator is a Lead Agency employee and reports to Lead Agency Senior 
Management 

Quality & 
Performance 
Committee & 
HMIS 

Planning & 
Program Dev.   
Committee  

Community 
Engagement 
Committee  

Full Community Stakeholder Membership – At Large 

• Unlimited number of members  
• Meeting highlights: topical panel discussion 
• Votes for members of Board and Executive Board 
• Participates on committees and in PIT  

Membership  

• Chief body for discussion and decision making 
• Adopts committee recommendations 

 

Board 

• 10 -15 members that are homeless service providers including 
homeless/former homeless representative(s) 

• Approves project ranking and grant applications 
 

Executive Board 

• 3 members (Chair, Vice-Chair, Secretary) 
• Supports the Membership by streamlining decision making for time 

sensitive non-financial/process issues 
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DECISION MAKING (Continued) 

ü Confirming that membership meetings will continue to be the vehicle for most 
final voting decisions to occur.  For funding decisions, membership will make 
recommendations to the Board. 

ü Board will have the authority to vote on funding recommendations made by 
membership and on routine or non-funding decisions that require rapid decisions 
that cannot wait until the next membership meeting. The latter may be delegated 
to the Executive Committee. 

ü Voting at board/membership/committee meetings may occur by email or by 
conference call only for those present and within a limited time frame 

ü Confirmation of continuing existing Charter policy of one vote per member (one 
vote per individual member, one vote per agency member) 

ü Clarifying how members may vote when conflicts of interest occur 
 
Changes Proposed for the Charter:    
1. Quorum for voting to be held at Board/Membership Meetings/Committee Meetings = 50% of 

membership of any body must be present 
2. Set a standing meeting date for the committees and Board/Executive Committee. Meetings can 

be cancelled if not needed.  
3. Develop an overall calendar of membership, committee and board/advisory meetings.  
4. Participation by agencies/members that have a direct interest (for example, receive a grant or are 

a member of a board for a funder) in a particular program that will subject to decision making by 
the CoC are allowed to participate in discussions and voting on funding decisions.  All conflicts 
must be declared prior to discussion and voting to create transparency.  A process for 
documenting conflicts should be developed.  This recognizes that conflicts for many 
agencies/members are inevitable as funding decisions are a major part of the CoC’s 
responsibilities. 

 
Where to Find the Proposed Changes in the Charter:  

1. Article V Lead Agency, HMIS Lead Agency, and Facilitation – entire Article substantially revised 
and added to 

2. Article VI Organizational Structure – New Organizational Chart Section A, Revised Section B 
3. Article VIII Board – entire Article substantially revised and added to 
6. Article X – Meetings – entire Article substantially revised and added to including with annual 

calendar that includes Membership, Committees, Board and Executive Committee meetings 
4. Article XI Voting and Decision Making – entire Article substantially revised and added to 
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PRIORITY FOCUS 4 – Ongoing Evaluation of Governance 

ü Maintaining compliance with HUD Governance regulations as they are revised and 
evaluating effectiveness of the CoC Governance system on an ongoing basis 

 

Changes Proposed for the Charter:    
 Convene an ad hoc Governance Committee every year to: 

1) Make recommendations to update Governance and the Charter to maintain compliance with 
changes to the regulations 

2) Perform a performance evaluation of the CoC regarding implementation of governance 
systems 

3) For implementation once the revised Charter has been approved:  AppelWorks has created a 
check list to provide the CoC with a tool to assist with ongoing review and monitoring of 
governance based on the regulations.  This document can be found at the link previously 
provided.  An excerpt of the checklist is provided here: 

Where to Find the Proposed Changes in the Charter:  
1. Article XII Amendment and Adoption of Operating Principles - Section B 
2. A Tracking Amendments template has been added as Appendix B 


