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Training Overview

Purpose: Help housing authority boards move from reactive vacancy filling to intentional, year-round cultivation of qualified future commissioners.

Learning Objectives
Explain the board's appropriate role in commissioner recruitment when another public official or body makes appointments.
Identify the competencies, perspectives, community connections, and lived experience the board needs.
Assess current and anticipated board gaps.
Develop a year-round commissioner recruitment pipeline.
Communicate the value, responsibilities, and expectations of commissioner service.


Exercise 1: The Vacancy Test
Purpose: Test whether your authority currently has a recruitment pipeline or would need to begin from scratch after a vacancy.
Scenario: One of your strongest commissioners announces today that they will leave the board in 60 days.
Without consulting your phone or contact list, identify three people you would want the appointing authority to consider.
	Potential Candidate
	Why This Person?
	Do They Know the HA?
	Next Contact

	


	


	


	



	


	


	


	



	


	


	


	




Debrief
How easy or difficult was it to identify three people?
Were your candidates already familiar with the housing authority?
What does your answer tell you about the strength of your current recruitment pipeline?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________


Worksheet 1: Board Skills & Perspective Matrix
Rate the current board collectively: S = Strong coverage, P = Partial coverage, G = Gap. Add future needs based on the authority's strategic direction.
	Competency / Perspective
	S / P / G
	Need in 3-5 Years?
	Notes

	Public housing / HUD program knowledge
	
	
	

	Finance / accounting
	
	
	

	Real estate / development
	
	
	

	Construction / capital planning
	
	
	

	Legal / regulatory
	
	
	

	Human resources / organizational leadership
	
	
	

	Strategic planning
	
	
	

	Government / public policy
	
	
	

	Community engagement / communications
	
	
	

	Resident or lived housing experience
	
	
	

	Disability / accessibility perspective
	
	
	

	Local business / banking / finance
	
	
	

	Education / workforce development
	
	
	

	Healthcare / human services
	
	
	

	Neighborhood / civic leadership
	
	
	

	Technology / data / cybersecurity
	
	
	



Reminder: This is not a checklist for creating a board of technical specialists. Commissioners govern; staff manage. The goal is a complementary mix of judgment, perspective, community connection, and governance capacity.


Worksheet 2: Current Board Gap Analysis
Use the matrix to move from observations to recruitment priorities.
What do we already have?
List strengths, institutional knowledge, professional competencies, lived experience, and community relationships.
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
What are we missing?
Identify gaps in perspective, skills, geographic/community connection, succession capacity, or experience.
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
What will we need in the next 3-5 years?
Consider redevelopment, preservation, repositioning, funding changes, partnerships, technology, resident services, advocacy, or leadership transition.
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
Top Three Recruitment Priorities
1. __________________________________________________________________________________________
2. __________________________________________________________________________________________
3. __________________________________________________________________________________________


Exercise 2: The 20-Person Challenge
Purpose: Expand the board's recruitment network beyond the usual candidates. Identify real people, not organizations.
	Category
	Name
	Connection / Strength
	How We Could Engage Them

	Community & neighborhood leaders
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	Business & professional leaders
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	People with lived housing/community experience
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	Emerging / next-generation leaders
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	People connected to housing, development, human services, or local government
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Debrief Questions

Which names would never have appeared if you only asked, 'Who has served on boards before?'
Who on this list already understands the housing authority?
Who should be invited to learn more before a vacancy occurs?
Whose perspective would materially strengthen board deliberations?


Worksheet 3: Recruitment Network Map
Identify organizations and networks that can help you find future commissioners. Assign a board or staff relationship owner.
	Network / Organization
	Contact or Relationship
	Board/Staff Owner
	Next Step

	Resident councils / resident leaders
	
	
	

	Neighborhood associations
	
	
	

	Chamber of commerce
	
	
	

	Leadership programs / young professional groups
	
	
	

	Banks / credit unions / CDFIs
	
	
	

	Colleges / universities / schools
	
	
	

	Healthcare organizations
	
	
	

	Nonprofit / human service organizations
	
	
	

	Employers / workforce organizations
	
	
	

	Real estate / development community
	
	
	

	Civic / service organizations
	
	
	

	Local government departments
	
	
	

	Faith/community organizations
	
	
	

	Retired public/community leaders
	
	
	




Worksheet 4: Appointing Authority Relationship Plan
Housing authorities should respect the appointing authority's legal role while ensuring decision-makers understand the authority's governance needs.
Who legally appoints commissioners?
________________________________________________________________________________________________________
Who influences or processes appointments?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
When do current commissioner terms expire?
________________________________________________________________________________________________________

How far in advance should we begin communicating about anticipated vacancies?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
Who should serve as the housing authority's primary relationship lead?
________________________________________________________________________________________________________
What information does the appointing authority currently receive about the HA?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
What board skills/perspectives should we communicate as future needs?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
What statutory, local, or resident-board-member requirements must be considered?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
Annual Appointing Authority Conversation
Suggested discussion topics:
Housing authority mission, portfolio, residents served, and current strategic priorities.
Commissioner responsibilities and governance expectations.
Upcoming term expirations or anticipated vacancies.
Board competencies and perspectives that would strengthen governance.
Candidate education and orientation process.
How the authority can be a useful resource without attempting to control the appointment.


Worksheet 5: Ideal Candidate Profile
Complete this before discussing individual names. Define the need first; then evaluate potential candidates against it.
Primary board need this appointment should address:
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
Desired competencies / experience:
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
Desired community connections / perspective:
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
Important personal attributes (judgment, curiosity, collaboration, integrity, etc.):
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
Required eligibility or statutory considerations:
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
Potential conflicts or barriers to consider:
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
What the candidate should understand before agreeing to be considered:
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________


Exercise: The 60-Second Commissioner Recruitment Pitch
Prompt: "I have heard about the housing authority, but I am not really sure what the board does. Why should I consider serving?"
Build Your Pitch
MISSION: In one sentence, what does your housing authority exist to accomplish?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
IMPACT: What difference does the authority make in the community?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
ROLE: What do commissioners actually do?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
VALUE: Why is this meaningful public service?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
EXPECTATIONS: What commitment should a prospective commissioner understand?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
INVITATION: What is the next step you want the person to take?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
Draft Your 60-Second Pitch
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
Peer Feedback
	What Was Compelling?
	What Was Unclear?
	What Would Make Me Say Yes?

	




	




	






Handout: What Prospective Commissioners Should Know
Use this as a discussion guide when cultivating potential candidates. Adapt it to local law, bylaws, and authority practice.
	Topic
	What It Means

	Mission
	The housing authority provides and/or facilitates affordable housing and related community outcomes under federal, state, and local requirements.

	Governance Role
	Commissioners establish policy direction, provide oversight, approve major actions, evaluate executive leadership as applicable, and protect the authority's mission and public trust.

	Not Day-to-Day Management
	Commissioners govern through the board. Individual commissioners generally do not direct employees, intervene in routine personnel matters, or manage resident cases.

	Preparation
	Board service requires reviewing materials in advance, understanding financial and program information, asking constructive questions, and participating in training.

	Attendance
	Regular and reliable meeting attendance is essential. Candidates should understand the meeting schedule and expected time commitment before appointment.

	Ethics & Conflicts
	Commissioners are public officials or public fiduciaries and must comply with applicable ethics, conflict-of-interest, confidentiality, and open-government requirements.

	Community Stewardship
	Commissioners should listen to residents and community stakeholders while making decisions in the best interests of the authority and its mission.

	Learning
	Housing programs are complex. Strong commissioners are willing to learn HUD programs, finance, governance, fair housing, development, and the local housing environment.

	Advocacy
	Commissioners can help communicate the authority's mission and community value while respecting legal, ethical, and organizational boundaries.




Exercise: Candidate Pipeline Tracker
A candidate pipeline is a relationship-management tool, not a promise of appointment. Review it periodically and keep it appropriate to applicable public-records and ethics requirements.
	Name
	Board Need
	Relationship Owner
	Current Stage
	Next Engagement
	Target Date
	Notes

	

	

	

	

	

	

	


	

	

	

	

	

	

	


	

	

	

	

	

	

	


	

	

	

	

	

	

	


	

	

	

	

	

	

	


	

	

	

	

	

	

	


	

	

	

	

	

	

	


	

	

	

	

	

	

	


	

	

	

	

	

	

	


	

	

	

	

	

	

	




Suggested Pipeline Stages

Aware -> Engaged -> Learning About HA -> Potential Candidate -> Interested -> Referred/Recommended -> Appointed -> Oriented


Handout: Candidate Cultivation Menu
Potential commissioners should have opportunities to understand the housing authority before being asked to serve. Select options that are legally and operationally appropriate.
Low-intensity awareness
Send an annual report or community impact summary
Invite to a public housing authority event
Share a public board meeting schedule
Introduce them to the authority's mission and portfolio

Relationship building
Invite to a property tour or ribbon cutting
Introduce them to resident/community partners
Invite them to a public educational session
Meet for an informal mission-and-governance conversation

Candidate education
Provide a commissioner role description
Explain meeting/time expectations
Discuss governance versus management
Review ethics/conflict expectations
Explain the appointment process and appointing authority

Pre-appointment readiness
Confirm continued interest
Provide relevant public background materials
Clarify statutory eligibility requirements
Ensure the appointing authority has accurate information about board needs


Exercise 6: Recruitment Scenarios
Discuss each scenario in small groups. Identify the governance issue, appropriate board action, and what should be avoided.
Scenario A - The Familiar Name
A commissioner recommends a longtime friend who is well known in the community but knows little about housing and has not attended a housing authority meeting. The vacancy must be filled soon.
1. What is the key issue?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
2. What should the board/authority do?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
3. What should it avoid?
________________________________________________________________________________________________________
________________________________________________________________________________________________________

Scenario B - The Appointing Authority Surprise
The mayor appoints someone no one at the housing authority has met. The new commissioner says they were told the board only meets once a month and requires little preparation.
1. What is the key issue?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
2. What should the board/authority do?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
3. What should it avoid?
________________________________________________________________________________________________________
________________________________________________________________________________________________________

Scenario C - The Technical Expert
The authority is planning redevelopment. Several commissioners want a developer on the board and assume that person should lead staff decisions on the project.

1. What is the key issue?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
2. What should the board/authority do?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
3. What should it avoid?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
Scenario D - The Emerging Leader
A younger community leader has strong neighborhood connections and leadership potential but has never served on a public board and worries they are not qualified.
1. What is the key issue?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
2. What should the board/authority do?
________________________________________________________________________________________________________
________________________________________________________________________________________________________
3. What should it avoid?
________________________________________________________________________________________________________
________________________________________________________________________________________________________


Worksheet 7: 90-Day Board Recruitment Action Plan
Translate today's discussion into specific actions, owners, and deadlines.
	Action
	Owner
	Deadline
	Success Measure
	Status

	


	


	


	


	



	


	


	


	


	



	


	


	


	


	



	


	


	


	


	



	


	


	


	


	



	


	


	


	


	



	


	


	


	


	



	


	


	


	


	




Required Decisions
Our next anticipated vacancy/term expiration:
________________________________________________________________________________________________________
Our top recruitment priority:
________________________________________________________________________________________________________
Our appointing-authority relationship lead:
________________________________________________________________________________________________________
Three people we will begin cultivating:
________________________________________________________________________________________________________
One recruitment network we will strengthen:
________________________________________________________________________________________________________
One candidate-engagement activity we will complete:
________________________________________________________________________________________________________
Date the board will review recruitment progress:
________________________________________________________________________________________________________


Final Exercise: My 30-Day Commitment
Effective recruitment becomes real when individual commissioners take ownership.
One potential future commissioner I will contact:
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
One organization/network I will strengthen a relationship with:
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
One thing I will do to better explain commissioner service:
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________
One action our board should complete within 30 days:
________________________________________________________________________________________________________
________________________________________________________________________________________________________
________________________________________________________________________________________________________

The board you build today shapes the housing authority tomorrow.
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