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PREFACE 
 
The enclosed Hiring an Executive Officer Manual was written to help the volunteer 
leadership of NAHB affiliated state and local associations select an individual to serve 
as the association’s executive officer. 
 
If yours is an association that has never hired a professional executive officer, this 
document will help you determine how to get started in the hiring process. For 
associations that have completed the hiring process in the past, the manual will give 
you suggestions on ways to conduct the process efficiently and successfully. 
 
Please use the Hiring an Executive Officer Manual to familiarize your leadership with 
the ways to develop a hiring plan, recruit candidates, conduct interviews, make the 
decision, and notify the candidate. Embarking on this search can be a difficult and time-
consuming process. This manual was designed to help make the job an easier one for 
all involved. 
 
The Hiring an Executive Officer Manual was developed in 1994 by the, Executive 
Officers Council Hiring an EO Task Force, at the request of the NAHB President.  
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INTRODUCTION 
 

One of the most important responsibilities of the volunteer leadership of a Home 

Builders Association (HBA) is the selection of an individual to serve as the 

organization's Executive Officer (EO). In the current climate where members are relying 

increasingly on their HBA to protect their interests, it is imperative that Associations 

recruit and retain the very best professional association managers available. Now, more 

than ever before, EOs and volunteer leadership must function as a team, as partners in 

meeting the needs of the membership' in ways that enable the members to prosper and 

the association to thrive. 

 

Done properly, the hiring of an EO is a demanding endeavor; it requires planning, 

cooperation, patience and time. If completed properly, the hiring process will help create 

the strong foundation upon which all successful HBA's are built: the partnership of 

volunteers and professional association managers pursuing the common objectives of 

the area's building industry. 
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HOW TO USE THIS MANUAL 
 
 

This is a "how to" guide. It is written for HBA volunteers who are about to start a search 

for an EO. It is designed to facilitate the recruitment and hiring process for HBAs of all 

sizes, whether you are replacing an experienced EO or hiring an EO for the first time. 

This is a compilation of suggestions. The steps outlined in this document are only 

guidelines.  The general concepts should be tailored to fit the specific needs and 

conditions of the HBA that is conducting the hiring process. 

 

This is not a guide on how to hire staff. Hiring staff involves different considerations and 

should be left to the individual responsible for the day-to-day operations of the HBA -- 

the EO. 

 

Appendix A is a suggested timeline that provides a capsule summary and checklist of 

the essential steps of this process. The following pages provide details on the steps in 

the timeline. 

 

It is critical that the steps in both Appendix A and the following text be done in order. 

While the suggested times may vary depending upon the needs and resources of each 

association, the general principles help insure that the hiring process will accomplish the 

intended result. 
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GETTING STARTED 
 

The first step is a thorough review of the bylaws and policies of the HBA.  Do they 

address the process? Do they provide any guidance on the creation, composition and 

functioning of a search committee? Do they contain any requirements for or limitations 

on the EO position? 

 

Generally, the President of the HBA will have written or implied authority to establish 

and appoint a search committee. Whoever makes these appointments should act in 

consultation with the leadership of the HBA, actively seeking counsel from past, future 

and current association leaders. Input and support from fellow leaders is critical to 

establishing credibility for the hiring process and ultimately for the individual who is hired 

through it. 

 

The size of the search committee can vary, but should range between three and seven 

members. Good prospects for a search committee are current elected officers, past 

presidents and members with a working knowledge of the HBA's mission and 

operations.  Never should an individual interest in being considered for the position or 

an individual with a strong relationship with a person being considered for the position 

be a member of the search committee.  

 

Each member of the search committee should receive a written confirmation of their 

appointment, a thank you for their willingness to serve, and a copy of the committee's 

goals and expectations (the committee charge). Also included in this letter should be an 

estimate of the time and expenses that may be involved by serving on the committee. 

Members of the committee must be advised that the search/selection process is highly 

sensitive and requires absolute confidentiality. Search committee members must agree 

to keep all information and deliberations in strictest confidence. 
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THE ACTION PLAN 
 

The first responsibility of the search committee is to develop a budget and an action 

plan. 

 

The following factors should be considered in formulating a search committee budget: 

 Costs to reimburse search committee members for travel, meals and overnight 

lodging. 

 Costs to place ads in newspapers, magazines and periodicals.  

 Costs to reimburse candidates from outside the area for travel, meals and 

overnight lodging. 

 Costs for room rental charges if the interviews are conducted at a motel.  

 Costs of legal research on appropriate questions for the interview process. 

 Costs for fees of a search firm. 

 Costs to relocate a successful candidate. 

 

NOTE: Not all costs will be incurred. Cost depends upon the size of the association, 

reimbursement policies and scope of the search. 

 

The action plan must include the following key elements: 

 What are we looking for? 

 Where and how do we recruit? 

 When, where and how do we interview?  

 How do we conclude the process? 
 

WHAT WE ARE LOOKING FOR? 
 

Before the search for any candidate gets underway, it is essential for the search 

committee to develop a consensus on exactly what the EO position requires in terms of 

skills and abilities. This consensus must be memorialized in a written job description. In 

some cases a written job description exists, in some cases it exists but needs to be 

reviewed and updated, and in some cases it must be written from scratch. In any event, 

a written job description is essential. The description serves several important purposes. 



7  
 

It enables the search committee to conduct a uniform recruitment process, it allows all 

candidates to understand exactly what is expected of them, it establishes the basis for 

future evaluations of the EO's performance, as well as, who performs the evaluations 

and it delineates reporting requirements, i.e. who is the EO accountable to. 

 

Writing a job description IS NOT the same as carving it in stone. As the needs of an 

association change over time, the responsibilities of an EO will change as well. With 

flexibility and foresight on the part of both volunteer leaders and EOs, both parties will 

be able to adjust a job description to reflect the changes required. 

 

A written job description for an EO should reflect the basic skills demanded of all 

association managers, including: planning, organizing, managing, motivating, 

coordinating and communicating. These basic skills are exactly the same required in 

successfully managing a business. An association is a business and should be run like 

one. As the top manager, an EO is responsible for the day-to-day administration of all 

aspects of the business.   Accordingly, the search committee should insure that the EO 

job description includes reference to the level of administrative / managerial expertise 

that is required. 

 

In addition to core management competencies, EOs are expected to master a variety of 

diverse responsibilities that are unique to managing associations. Every HBA has areas 

of emphasis for which it will want the EO to pay particular attention. Does the HBA 

conduct special events like a Parade of Homes that requires strong marketing and 

promotional skills? Does the HBA have a strong public affairs program, which will 

require lobbying and political action expertise? By reviewing the association’s mission 

statement and strategic plan, the search committee can develop a job description that 

reflects both current and emerging needs. 

 

NOTE: A sample job description is included as Appendix B.  
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WHERE TO RECRUIT 
 

There are many excellent sources of potential candidates.  One source is promotion 

from within. If the current HBA staff is familiar with the operation, knows the members 

and are known to them. Under certain circumstances, the departing EO may be a 

source of referrals. 

 

Another source is from among other HBAs or within the staff of the NAHB. At the 

request of a local HBA's search committee, the Executive Officers Council (EOC) of 

NAHB will list openings at no charge in the Friday Morning e-Mail that is distributed to 

all state and local EOs. The EOC will also post an ad on NAHB’s website, nahb.org.  

 

The American Society of Association Executives (ASAE) and its state affiliates can also 

be an excellent source of prospects.  

 

Yet another source of potential applicants is from within the membership of the 

association.  Although the skills that make an individual successful in the various 

components of the building industry are not always transferable to those needed to run 

a trade association, someone from within the membership is familiar with local 

conditions, the membership and the association's programs. 

 

Newspaper advertising will generally yield large numbers of candidates, with a 

corresponding wide range of qualifications. In addition, informal networks will tend to 

generate a significant number of resumes. It is important to note that these unsolicited 

applications are as likely to generate qualified individuals as other, more formal 

approaches. In placing printed ads you can request that the resumes and cover letters 

be sent to any convenient address, including a P.O. Box. If you do not want the name of 

the association to appear, request the resumes be sent to 'search committee'. In all 

cases set a deadline when resumes are due. 
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In some instances, it may be necessary to engage the services of a professional search 

firm. This will involve the payment of a fee and, therefore, is rarely the most cost-

effective means of recruitment. 
 

PREPARING FOR THE INTERVIEW 
 

One of the most important steps in preparing for interviews is just that … you must be 

prepared. The committee will have to consider three important areas before interviews 

occur: 1) determine interview questions, 2) system to rate candidate resumes and 3) 

rating system to be used during the interview process. 

 

Numerous laws over the years require careful planning of questions that will be asked of 

the candidates you select to interview. Avoid all questions, explicit or otherwise, that 

relate to matters unrelated to employment such as age, marital status, family status, 

political affiliation, religion, ethnicity or personal habits. The primary objective of the 

interview questions should be to evaluate whether the candidate has the skills to 

perform the responsibilities of the position. At no time should an interview team present 

questions that may leave the candidate wondering whether they lost an opportunity 

because they felt discriminated against. 

 

It is highly recommended that the Search Committee speak to a labor attorney 

regarding a list of acceptable questions to ask during an interview. Other sources of 

guidance on interview questions include: 

 NAHB Legal Staff 

 American Society of Association Executives, Washington DC 

 Library/Internet (Make sure reference material is current) 
 

The search committee will soon be inundated with resumes from individuals from all 

walks of life. In is imperative that a rating system be established and agreed upon to 

initially rate each resume that is received. The committee should determine what factors 

are important in the initial screening, taking into consideration: 

1. Previous work experience in association management 
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2. Specific responsibilities and skills match with requirements of the position as 

outlined in the job description 

3. Salary requirements (if requested) match the HBA’s range 

4. Overall presentation of resume and cover letter (no misspellings, typos, poor 

quality copies) since this will reflect the quality of work the individual will do for 

his/her next employer and provides some insights into the applicant’s ability to 

organize and communicate information. 

 

Having selected a group of candidates at this point for interviews, it would be premature 

of the search committee to discard the resumes of other candidates. This should be 

done only after the interviews have been completed in case the committee has to go 

back and reconsider additional candidates. 

 

Specific rating scales are available from several sources including labor attorneys, the 

American Society of Association Executives, or at your library where there are 

numerous periodicals with this kind of valuable information. 

 

A second rating scale also needs to be developed that will be used while interviewing 

each candidate.  This is necessary to keep you organized and to compare each 

candidate's skills, experience and presentation. You may want to develop a simple form 

that included the following specific rating areas whereby each area would be rated on a 

scale of 1-10 with 1 being the low end and 10 a high end rating: 

1. Professionalism - how candidate handled him/herself 

2. Association Management-years of experience and at what capacity 

3. Knowledge of building industry (if this is one of your requirements) 

4. Appearance and presentation 

5. Specific skills such as lobbying experience, newsletter writing, consumer 

show experience, or Parade of Homes experience. 

 

Among the committee's responsibilities is an understanding from the beginning that all 

information on candidates must be held in absolute confidence so as not to place any 
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candidate in jeopardy of losing their current position or from other individuals possibly 

using the information in a negative way. 
 

REVIEWING RESUMES AND PREPARING FOR THE INTERVIEWS 
 

The search committee should narrow the selection of candidates, to be interviewed, to 

between 5 and 10 using the resume rating scale outlined earlier. Promising candidates 

should be contacted and interviews should be scheduled in a relatively compact period 

of time so that the search committee retains a fresh impression of all candidates 

throughout the process. Interviews can be held at the HBA offices, at a member’s office, 

or any convenient location such as a local motel. 

 

When contacting candidates to be interviewed, the caller may want to 'pre-qualify" the 

individual by reviewing the salary range of the position, to confirm if they are interested 

in the position offered, and if they are willing to sit for an interview. Sometimes one of 

these qualifiers may not be acceptable to the candidate in which case you have saved 

both you and the candidate from a lengthy interview process. 

 

If the candidate would like specific information about the association, the search 

committee should determine in advance what is acceptable to send out. Such items as 

the position description, strategic plan, publications, organization chart, by-laws or 

summary financial information are not out-of-line for a good candidate to request to 

review prior to the interview. 
 

THE ACTUAL INTERVIEW 
 

The interview atmosphere should be relaxed but not necessarily informal. As noted 

earlier, the search committee should have an agreed upon agenda of questions and a 

preferred order in which these questions will be asked and by whom. A successful 

interview will require flexibility and teamwork on the part of the search committee since 

it is a two-way street. The applicant has expressed an interest in being considered for 

the job and is assessing the association and its leadership as intensely as the HBA is 

evaluating him or her. 
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Encourage candidates to ask questions since these questions can often shed as much 

light on the candidate's abilities as does the responses he or she gives to your own 

questions.  Critical to the success of the interview is listening and observing the 

candidates reactions to situations you present. 

 

When wrapping up the first interview with a candidate, review the salary range being 

offered once again, and the timetable your committee has in selecting the second round 

of interviews and when you would like someone on board. 

 

The search committee needs to narrow the selection of candidates to 2 or 3 using the 

rating scale and even their own personal instincts. At this point, references should be 

called to reinforce your understanding of the candidates’ skills and qualifications. 

 

The second round of interviews should include more specific questions on how the 

individual would handle situations unique to your HBA. You should also anticipate more 

detailed questions from the candidate concerning the HBA's financial position current 

staff responsibilities and future plans. Satisfactory answers to such questions are critical 

if the EO is to make the long-term commitment to the HBA. 

 

Upon completion of the interviews, the process should be pressed to completion rapidly 

unless there are no satisfactory candidates, in which case it is advisable to review the 

preliminary steps to see if the process is flawed. 
 

BOARD RECOMMENDATION AND CANDIDATE NOTIFICATION 
 

Once the search committee reaches consensus concerning whom to hire, the approval 

of the hiring authority should be reviewed once again and the process should move 

quickly. If your bylaws indicate the Board has the authority or the Board requested the 

authority, then the committee should make their recommendation at the next scheduled 

meeting or one called for the purpose of considering the EO recommendation. 

 

Once the Board ratifies the selection, one person should be designated to negotiate the 

terms of employment. This individual should be given clear instructions of what can be 
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offered in terms of wages and benefits. Further, any offer should be confirmed in writing, 

detailing compensation, fringe benefits, starting date and any other terms that have 

been negotiated. The offer should remain confidential and a request of written 

confirmation of its acceptance should be made of the successful candidate. If there is 

mutual consensus on the value of an employment contract, copies need to be signed by 

both parties. 

 

Once acceptance is received, the search committee should follow-up with the 

unsuccessful candidates by telephone or letter, expressing appreciation of their interest 

in the position and wishing them well in their future endeavors. These candidates will 

appreciate the recognition and the positive image and professionalism projected by the 

committee and association. 
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Appendix A 
ACTION PLAN AND TIMELINE 

 
Action Plan for Search Committee 

 

Week 1: Appoint Search Committee 

 Association President appoints Search Committee Chairperson and Committee 

members. NOTE: Check Bylaws for any procedures. 

 Organize committee to meet (determine date, time, location and send notice).  

 

Week 2: Develop Strategy 

 Determine if Association’s Mission Statement, goals and strategic plan are in 

order. 

 Formulate budget for search process, which should include: 

o Cost of ads 

o Expenses to interview candidates out of immediate area (such as airfare, 

hotel, meals) if necessary 

o Rental of facility to interview 

o Overnight rooms and meals for search committee 

o Possible use of professional search company 

 

 Review time frame necessary to recommend candidate to Board of Directors 

 Determine if position description is current and meets requirements of position, 

skills and responsibilities requirement for position. 

 Draft advertisement for position including skills required, deadline for resume, 

address to send resume. 

 Review multiple sources to use to advertise for position 

 Place ad and contact sources 

 Determine salary range of positions, benefits will provide, if contract will be 

required. 

 Select deadline for receiving resumes (2 weeks reasonable) 

 

Week 2.5: Placement of ads/announcements 
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 Place ads in pre-determined sources 

 

Week 3 and 4: Receive Resumes and Interview Questions 

 Resumes will be received. 

 Committee meets to determine interview questions (seek legal counsel) and 

system for successful candidates.  

 

Week 5: Review Resumes 

 Committee meets to review resumes based on predetermined system 

established in Week 4 above. 

 Committee narrows selection to 5-10 candidates for possible 

 Call selected candidates for interview. 

 Determine what should be requested of candidate when contacted for interview 

including: 

o Review salary scale and if acceptable 

o Review interest in position 

o Date and time for interview 

o Questions 

o Information on qualifications 

o References 

 Select interview schedule 

 Call candidates for interviews and mail candidates packets of information if 

requested such as: 

o Financial Information 

o Position Description 

o Publications such as newsletter 

o Mission Statement and Strategic Plan 
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Week 6: Interviews 

 Plan for 1-3 days of actual interviews  

 Narrow selection of candidates to 2-3 

 Check references 

 Plan for 1 day for second interviews 

 Narrow choice to one candidate 

 

Week 7: Board Recommendation & Candidate Notification 

 Search committee makes recommendation to Board of Directors Board meets to 

consider and ratify recommendation 

 Candidate notified of selection (may be asked to be available to meet with Board) 

 Expect 2-6 week resignation notice from successful candidate to close out tenure 

with current employer. 

 

Week 8: Thank you letters 

 Provide thank you letters to unsuccessful candidates (or call personally). 

 Secure details with successful candidate (in written form).  

 

Timetable could alter if: 

 Association had a number two person who could move into position easily. 

 A professional search firm was hired. 

 Current EO gives plenty of advance notice and will assist in search process and 

training. 

 Resumes received produce no viable candidates. 

 Candidate selected may be locked into contract with current employer. 

 Candidate accepts then changes mind.  
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Appendix B 
SAMPLE JOB DESCRIPTION 

Executive Officer 

Serves as chief administrative officer, recommends and participates in formulation of 
new policies and makes decisions within the bounds of existing policies. Plans, 
organizes, directs and coordinates the staff, programs and activities to ensure the 
association’s goals and objectives are met. 

Duties, Responsibilities and Authorities:  

 Informs the Board of Directors, Executive Committee and Officers on the 
conditions and operations of the association. Attends all meetings of the Board of 
Directors and Executive Committee.  

 Maintains the assets of the association and investments in accordance with the 
established policies.  

 Plans, formulates and recommends to the Board of Directors basic policies and 
programs which will further the objectives of the association.  

 Prepares minutes, agendas and reports for all Board of Directors and Executive 
Committee meetings.  

 Executes all decisions of the Board of Directors except in cases when 
assignments are made specifically by the Board.  

 Manages the administrative operations of association and develops specific 
policies, procedures and programs to carry out.  

 Directs and coordinates all approved programs, projects and major activities of 
staff.  

 Recruits, hires, trains and motivates association staff.  

 Establishes performance standards and goals and evaluates staff.  

 Provides liaison and staff support to Committees to enable them to perform their 
assigned functions.  

 Executes such contracts and commitments as may be authorized by the Board of 
Directors or established policies.  

 Promotes interest and active participation to members in the association’s 
activities.  



18  
 

 Maintains effective relationships with public and private organizations to ensure 
the interest of the association is realized.  

 Develops and recommends an annual budget in cooperation with the Treasurer 
and Finance Committee and operates within the confines of established 
guidelines.  

 Insures that all funds, physical assets and other property owned by the 
association are appropriately safeguarded.  

 Plans, coordinates and conducts a public relations program to enhance public 
acceptance of the industry.  

 Serves as Executive Editor of official publications.  

 Develops education programs to advance the professional skills of the 
membership, operating within budget and program objectives.  

 Plans, organizes and directs membership promotion and retention programs.  

 Provides staff support in planning and conducting all association events.  

 Develops and coordinates legislative, regulatory and political efforts and 
maintains relationships with government officials and agencies impacting the 
industry.  

 Plans and executes all communications to the membership.  

 Acts as a liaison with NAHB, attending all official meetings and the Association 
Leadership Institute.  

 Safeguards confidential information as it applies to the daily functions of the 
association and members.  

 Carries out such other general responsibilities as may be delegated by the 
Officers and Board of Directors.  

 

  


