



2026 HTF Board of Directors Meeting & Annual Retreat 1/27/26 Rancho Sierra
 	8:30 – Lite breakfast, reconnecting, walk around Rancho Sierra, Dalit from Many Mansions does 	welcome. (Tours will be available at the end of the retreat during lunch.)
January 2026 Board of Directors Meeting
AGENDA: 9:00 – Call to Order
General BOD Approval
1. December Minutes – MOTION to recommend approval of the December 2025 BOD Minutes
2. November & December Financial Reports – MOTION to recommend approval of the November & December Financial Reports – Gabby
3. Review 2025 Year-End Financials – MOTION to recommend approval of the 2025 Year-End Financials – Gabby, Julie and Lisa
4. Flipcause Update - Linda
5. Affordable Housing Bond Act – Local Housing Trust Fund Program - Linda
6. Lending Program Update - Jason
7. Annual Meeting 2/25 and Compassion Campaign 5/7
Adjourn BOD Meeting
2026 Board of Directors Annual Retreat
9:30 – Board Retreat – Linda
1. Guidelines for the Retreat
-    Relax, enjoy your time, put away work, be considerate of everyone’s opinions,
      let everyone express their thoughts, no speeches, be respectful, and share what 
      is important for the whole group, and have fun.
· Silence your phones, excuse yourself for important calls
· There will be no nature breaks on the agenda so take breaks when needed but come back as soon as possible.  We will continue without you.

2. Review 2025 
2025 Retreat Goal Setting Discussion
· Be the hub/epicenter of housing finance in VC
· Be primary recipient of corporate and foundation giving
· Find a dedicated source of funding 
· Promote city or county land donation
· Strategy for working with developers using density bonus for mixed income units
· Strategy for funding more 80-120% AMI units
· Ensure BODs have easy elevator speech about HTFVC
2025 Board Recommended Goals:
· Grow Financial Resources
· Enhance Operational Capacity
· Build organizational infrastructure to effectively manage a larger portfolio
· Grow staff and build succession plan
· Increase capacity for fundraising – CINs, Community Engagement & Advocacy, Operating Funds
      2025 Year-End Outcomes: What we made possible together!
· Largest year of lending (funded & committed) $16.5M
· Units funded/committed since 2013 at 2193
· Raised $2M in Community Impact Notes
· Raised $550,000 from cities for 20215 and additional $150,000 commitment for 2026
· Total raised since 2013 is $52.2 million
· Total raised from State and Federal grants since 2013 $27.3M
· Prop 1 Local Housing Trust Fund matching grant total $18.4M ($4.4M in 2025)
· Largest Compassion Campaign fund raising $174,204
· General grants and donations in 2025 totaled $188,752
· Produced five RFPs to hire consultants for REAP II Program
· Created new 15–17-year loan program to launch in 2026
· Partnered/advocated/collaborated with House Farm Workers, Ventura County Housing Coalition, Ventura County Medical Association (and Community Memorial Hospital and Clinicas), VC Association of Realtors, Ventura Chamber, Conejo Valley Chamber, HOME, California Coalition of Community Investments, Housing CA, CAL Nonprofits, Cal Lutheran Center for Nonprofit Leadership, Ventura County Community Foundation, CDFI Coalition, Opportunity Finance Network, Grounded Solutions, and CA Community Land Trust Network (probably more)
Celebrate our Success!  Roses & Thorns Reflection
· Each board member shares one success they’re proud of (rose) and one challenge learned from (thorn)
· Raise your glass/mug to toast the mission of HTFVC and our partnerships.
10:00 -10:30:  2026 Focusing on the future!
CDFI Industry theme- Grow, Change or Die Strategy – 
· What is a Community Development Financial Institution (CDFI)?  
· What are the pros & cons to being a Federal CDFI?
· Is there a need for a state certification?  
Chosen Philosophy - Don’t predict the future - create the future.
· How do we create a future with more affordable housing that changes the economic strength of our community?
· What does leadership look like for HTFVC in redefining housing as an economic engine, unlocking public-private investment, and protecting and stewarding long-term affordability for our communities?
· How does the mission, structure, and design of HTFVC affect our ability to deliver superior capabilities, and sustain those capabilities over time?
· Should we fight to insert Local Housing Trust Fund dollars into the 2026 Housing Bond?   Is this important?
· What bold actions should we take to bring funding to LHTFs and Ventura County?
· One bold opportunity; One risk or constraint; One action the board should prioritize in the next 12-24 months?
SWOT Analysis
10:30 – 11:00 Lending Program: Past, Present, Future (Jason & Linda)
· Review our loan history, types, loan size growth, where do we have gaps, etc.
· How are we growing our loan volume?
· How will the new Residual Receipts Loan product launch in 2026?  What is expected volume?  Timeline
· How can we grow lending capital for new programs?
· What other funding opportunities (Federal CDFI or State) can we build new loan products from?
· Can we leverage Loan Guarantee (from charitable foundations, private companies, municipalities)? 
· Do we need or want to create a long-term loan fund? When is the right time?  How?
· Are there Fee for Service opportunities?
· How can we expand our Technical Assistance offerings?
· If we build staffing capacity, what can we offer cities to support their work?
       SWOT Analysis
11:00 -11:15 Build a mutually beneficial partnership between Housing Trust Fund and Housing Land Trust - James Yellen, Grounded Solutions (Land Trust Consultant)
· What does this look like in the future?
11:15 – 11:45 Strategy = Economic Logic
1) How do we create economic values?
2) Major external obstacles to capturing the value we create.
3) How will our actions & investments allow us to both create & capture economic value?
4) How do we create messaging around the unmistakable connection between housing stability and the economy?  
5) How do we get the messaging out to corporations, leadership throughout the community, and those who can make change or investment.
11:15 – 12:20 Understanding HTFVC’s Need for Capacity Building:
History:
· Staffing: 
Linda was hired in 2009 as a consultant, becoming an employee in 2017.
Second part-time staff person hired in 2014
Full time administrative staff hired in 2020, pt intern
Full time Deputy Director/Loan Manager hired in Nov 2021
2025 two summer interns
· Growth: 
2016 – Income $265,636, Raised $2M to match Prop.1C, $3.7M in loans on the books, $2.5 loans funded plus $1.1 pending in escrow, Total Assets $3,527
2017 – Income $1,458,263, funded $1,625,000 in new loans, Total Assets $4,251,235
2018 – Received Federal CDFI Certification, Prop 1 $25M matching grant approved, Income $289,939, funded $500,000, Total Assets $4,324,081
2019 – Income $451,849, funded $4.4M, Total Assets $5,134,935
2020 - Income $505,541, funded $2.1M, Total Assets $6,268,369
2021 – Income $2,694,608, funded $8.825M, Total Assets $8,440,003
2022 – Income $4.616,887, funded $14.7 M, Total Assets $17,295,912
2023 – Income $4,129,172, funded $1.5M, Total Assets $20,905,850
2024 – Income $1,105,078, funded $14M, Total Assets $23,607,119
2025 – Income 1,884,945, funded $16.9m, Total Assets $25,573,965
Total lent/committed: $51.5M
Total units generated: 2193
Future Ready Leadership Map Exercise
          Purpose: Understanding future staffing needs, leadership risks, and succession 
          pathways
          Strategic framing: This is about organizational continuity, not people’s performance.
          Time horizon: 1-2 years (near term); 3-5 years (mid-term)

Breakout groups:
Things to consider and discuss:
· What is the problem we are trying to solve?
· What should never change?  
· What must change?
· Are we moving the needle?  If not, why?
· What is HTFVC’s advantage(s)?  Is it real or perceived?
· The nonprofit sector is struggling.  How can we ensure longevity?
· What knowledge, skills, and training do board members and employees bring to the organization?
· What motivates the Board and employees to work, give time, and support the organization?
· What are Board and employees’ expectations? 
 Group 1: Ken - Lead     
 Group 2:  Elenore - Lead
 Group 3:  Derrick - Lead 
 Group 4: Alex - Lead
         Step 1: Identify mission-critical functions (15 minutes)
            What leadership functions must exist for this organization to succeed in 3-5 years?
            Examples: (Focus on functions, not names)
· Capital & financing strategy
· Government & policy relationships
· Program delivery & compliance
· Fund development/investor relations
· Community trust & partnerships
· Operations/systems/risk management
        Step 2: Assess future risk & readiness (20 minutes)
	For each core function, ask your group to rate (using dots, notes, or voting)
· Criticality (High/Medium/Low)
· Current bench strength (Strong/Moderate/Thin)
· Future risk (Low/Moderate/High)
This creates a visual “heat map” of where succession or staffing gaps may emerge.
        Step 3: Succession pathways discussion (20 minutes)
            Shift from risk to solutions. For each high-risk/high criticality area ask:
Could this function be:
+ Internally developed?
+ Shared or distributed?
+ Supported by external expertise?
· What capabilities (not people) should we begin building now?
· Where should the board be more engaged (CEO support, coaching, connections)?
    Keep the conversation constructive and future focused.
Step 4: Board role clarity (10 minutes)
           What is the Board’s role in ensuring leadership continuity?
           Possible outcomes:
· Regular succession review cadence (every year, 2-3, etc)
· Emergency succession plan affirmation
· CEO development support
· Investment in leadership depth, not just headcount 
End: If we are wildly successful five years from now, how will people describe HTFC’s leadership role in the region?

12:20 – 12:30 Review and Move Forward
1.   What did we learn today?
       - 3-5 top decisions or priorities
      - What happens in the next 30-90 days?
      -  How board leadership directly enable impact?
      “What we decided today changes what’s possible for our organization and the
        communities we serve.”
2.   A Year from Now Visualization – It’s one year from today. The decisions we discussed here went well.  What is different?  What are we proud of?
 12:30 – 1:00 Lunch, share time together, take tour of the property
Adjourn 
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