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( Session 1
-Legal Basis of the Owners' Association

Session Objectives:

• Learn what laws influence the status and
operations of an Owners' Association (OA) and an
Executive Committee

•

•

•

•

•

•

Learn the legal basis for sale of residential and
nonresidential spaces in a condominium, and the
legal status of a unit owner

Learn what forms of administration and
management of the property are available.

Learn to prepare an association agreement and
other contracts for carrying out the work of the OA
and the Executive Committee

•

•

•

•

•

OVERVIEW

The purpose of this session to help the Executive Committee
understand the legislative framework applicable to the sale of units
in an apartment building, and the establishment and operation of an
Owners' Association (OA) and an Executive Committee.

Act No. 182/93, as amended, is the legal basis for the sale of
apartments and nonresidential units, both in buildings constructed
by the state as rental housing and in newly constructed buildings.
This law provides for the sale of a unit and a share of the common
property of a building, which is recorded in the real property
records of the appropriate jurisdiction. The law also describes the
rights and responsibilities of ownership, including the owners;
obligation to maintain his or her own unit and to share in the costs
ofmaintaining the common property. This form of ownership
conveys the right to rent, inherit, or sell the individually owned



property, and to participate in ~ision about the improvement and
management of the common property.

There are two basic options for management of the property under
the law: the owners can enter into an association agreement and
form an OA, or enter into a contract with an outside individual or
fmn to manage the property. The law has been interpreted to allow
the owners to do both, that is, to form an owners' association and
to enter into a contract with a manager. In that case, the OA itself
would be a party to the management contract. If there is no OA,
each individual owner would have to sign a contract with the
manager. For this reason, it is recommended that an OA be formed
in every condominium, whether there is a contract with an outside
manager or the owners themselves manage the building.

The association agreement is the fundamental document for
establishing and operating an OA. It provides basic guidance on
how the OA will function, and facilitates the owners' ability to
maintain the property in good condition and to improve it through
major repair and renovation projects.

Purpose No.1: To clarify Act No. 182/93, as amended by Act. No.
151/95 and Act No. 158/98, which provides for acquisition of a
unit and co-ownership of common areas and facilities as a new
form of ownership in common.

A. Subject and scope oftransfer ofexisting housing stock.

Act No. 182/93, as amended in Act. No. 151/95 and Act No.
158/98, provides for sale of a unit and co-ownership of common
areas and facilities to the present tenants of residential and non
residential spaces. The Act defines basic concepts related to
transfer of a housing unit, non-residential space, common areas and
facilities, accessories, floor area, land plot, and adjacent plot.

According to the Act, each unit owner simultaneously becomes co
owner of common spaces and facilities. Ownership in common is
inseparable from ownership of a residential or non-residential unit.
The basic components of a unit, which may be owned by physical
or legal persons, include the following criteria:
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They are permanently assigned for housing, or they are non
residential spaces comprising one room or set of rooms, which are
assigned by decision of the property office for other than for
housing.

Other parts of the house -- that is, neither residential nor non
residential spaces -- are called common property. Unit owners are
owners in common as far as these common spaces and facilities are
concerned. Usually this includes the plot and adjacent plot,
according to the language in the sales agreement. The unit owners
own the common property proportionately. The ratio is usually
expressed by a fraction according to the following formula: the
floor area of one unit divided by the sum of the floor areas of all
units.

Purpose:

The purpose of this Session on the legal basis for
acquiring ownership of residential and non-residential
units and the importance of establishing an OA are:

•

•

•

•

•

•

To clarify Act No. 182/93, as amended by Act. No.
151/95 and Act No. 158/98, which provides for
acquisition of a unit and co-ownership of common
areas and facilities as a new form of ownership in
common.

To clarify how property can be assigned or
transferred.

To explain the important of the OA, its legal
foundation, and how it is distinct from the position
of an individual owner.

• To clarify the importance of foundation
supplementing legal documents and their content.

• • To clarify legal relations with other entities.

•

•

Ownership in common is a very important notion, because it
indicates how an owner contributes to the costs of administration
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and maintenance of the common property, unless the owners have
agreed to a different formula for calculating how costs are shared.

B. Methods ofTransferring a Unit

A residential or non-residential unit may be assigned or transferred
in the following ways:

By contract.
By inheritance. or
By decision of a state authority.

The law regulates two types of contracts:

Contract of assignment of a residential or non-residential space in a
housing unit,
Contract of construction, during or after construction.

The contract of assignment of a residential or non-residential
spaces is concluded by a assignee and the house owner, being
either the municipality or state. a commercial company. or another
legal or physical person. Residential or non-residential spaces can
be acquired by legal or physical persons in form of ownership in
common for physical or legal persons. or ownership by entirety for
spouses.

Ownership can be acquired only from the owner'of a residential or
non-residential space. not from a tenant.

On the basis of a contract, the purchaser submits an application to
register the assignment with the property register. with the house
documentation attached to the fIrst application for assignment
concerning the sale of the fIrst unit in a given building. It contains
information about the size and the location of the residential and
non-residential spaces in the house. common area parts and
facilities, and other accouterments.

The Act stipulates that the owners in the house are entitled to a lien
to settle claims arising from legal relations concerning the house.
its common parts and facilities. Thus, the owners are mutually
bound as far their liability to pay is concerned.

2-4



•

•

•

•

•

•

•

•

•

•

•

Ifnot all units are sold to their tenants, the owner continues to be
owner of unsold units, while tenants of unsold units remain tenants
of the owner. The owner of unsold units is governed by the same
rights and obligations as the other unit owners. If there is an OA,
owner of unsold units is a member of the OA.

The Act defmes the parts of the housing stock to which its
provisions do not apply. It is not possible to acquire a unit of
special assignment or a unit in a house of special assignment (§2
and §3 of the Act No. 198/92), or a unit approved by a town plan
for sanitation. The Act does not apply to sales of units in family
houses. The limitations of acquisition of property by foreigners are
stipulated by §19 of the Act No. 202195 on foreign currency.

Purpose No.2: To express the importance of founding an OA, the
legal position of a OA, and its relationship to individual owners.

In many countries, condominium laws require the establishment of
an OA of any building in the condominium form of ownership.
The OA is responsible for administration and management of the
common property and decides on activities of the OA, and each
owner of a residential or non-residential unit automatically
becomes member of the OA. In Slovakia, Act No. 182/93, as
amended, does not impose a duty to found a OA, but allows as an
alternative management of the commonly owned property by
concluding a contract on management with a legal or a physical
person. Experience here as well as in other coUntries leads to the
recommendation that an OA be formed in every condominium,
with a written association agreement which shall be registered with
the Association Register at the respective District Office.

An OA may:

manage and administer the property itself, or
enter into a contract with a manager to carry out management and
administration of the property.

An OA with clearly defined rules and legal authority based on a
contract helps the owners make decisions about important issues
and ways of administering and managing the property. This is
especially true because there are two decision-making levels in a
condominium: all individual owners can make decision about the
maintenance and use of their own unit, but only a OA can act as a

2-5
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legal entity to decide issues concerning the common property.
Without an OA, the owners do not have the structure required for
organizing meetings, voting and adopting common rules and
decisions ~bout the property in common. An OA represents the
most suitable institutional form for decisions·about maintenance
and operation of a multi-unit house and about repairs or
renovations. The owners must approve plans of repairs and
amount of monthly fees for the maintenance and operational funds
and to create sufficient resources for maintenance and
reconstruction.

The importance of establishing an OA can also be seen also in the
obligation of each individual owner to take care of the common
property. Only on the basis of common decisions can the owners
have a prosperous OA, and ensure that individual members
participation in carrying out the decisions of the association and
obey the rules adopted by the association, including the obligation
to pay for maintenance and repairs.

Each owner has right and obligation to participate to decision
making about common issues and to vote in good faith. There is
one vote assigned to each unit of residential or non-residential
space. Each member has the right to express hislher opinion on
management of the common property, the next steps in improving
the property, and the obligation to respect the majority decision
adopted during the owners' assembly.

An OA as a legal entity cannot own residential and non-residential
spaces, or any other real estate.

Purpose No.3: To clarify the importance and contents of sales
documents.

Before signing the contract to purchase their unit, owners must
express accord about the method of management of the building 
they have to choose one of the two main options - either to found
an OA, or to enter into a contract for management. In either case,
it must be a voluntary decision, to be discussed at meetings of the
residents and approved by majority vote. It is important to clearly
inform the future owners about the options and the general
provisions to be included in the contract.
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The main legal documents include a sales contract submitted by the
seller and signed by the buyer and the seller. The contract must be
in writing and must contain the following terms and conditions:

Identification of buyer and seller.
Agreed price of a residential or non-residential space and land.
Description of the residential or non-residential space.
Specification of the size of the residential and non-residential
space, identification number of the unit. its surface area including
the unit equipment and non-residential space,
Data about proportionate ownership ofcommon property and plot,
Determination and description of the common areas and common
facilities, accessories, land, and which parts of the house.
accessories and adjacent plot are used only by some owners of
residential or non-residential spaces,
designation of rights to built-up area and adjacent plot.
defining the shared ownership of the adjacent plot based on an
agreement between the acquirers of residential and non-residential
spaces and the former owner.
notification of.acquirer of residential or non-residential spaces that
he has acceded to the contract on the OA or to the contract on
management,
other rights and obligations to which both parties to the contract
agree.

The seller submits the sales contract to the property register at the
respective District Office. The application for registration must
include the following:

name and permanent residence of a person submitting the
application (the seller),
identification of the cadastre office to which the application is
submitted,
subject of the application, together with the sales contract and
technical documentation (in the case of the frrst sale in a building),
proof of the seller's ownership of the plot and the house, or of the
house if the owner does not own the plot,
identification and number of appendices.

Before signing the sales contract, the future owners should be fully
aware of the what they are buying, the price they are paying, and
which of the two management alternatives they select. If an OA is
established, they must agree whether:
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the OA will manage the house itself. or
the OA will contract with a manager, either for part of the
management responsibilities, such as accounting and audit,
technical controls etc.

By the time of the sale of the frrst unit, the management of the
house must be provided on the basis of new liability and decision
conditions, and necessary services must be contractually provided
for.

Governing bodies of the OA act on behalf of the OA as in the case
of'a legal entity. They represent all owners in negotiations with the
third persons. OA bodies are elected by owners ofresidential and
non-residential spaces. The supreme OA body is the General
Assembly; statutory bodies (with right to sign) usually are the
chairman and vice-chairman. and executive committee. whic~
supervises the operation, maintenance and repair fund
management. The number and composition of the OA bodies
should be determined on the basis of the number of units. In case
of an OA with large big number of unit owners, the OA executive
committee and supervisory committee should be comprised of
representatives from each house section (staircase).

Purpose No.4. Clarify legal relations toward third parties.

The OA is established as a legal person to fulfil management and
administration tasks, and not for entrepreneurial activities.
Therefore, its legal relations with other persons must be governed
by the principle of providing necessary services, and not that of
gaining economic advantage.

The association agreement should clearly define activities which
the OA will carry out itself or by its employees, e.g., cleaning of
the common areas, and activities which must be contracted for
commercially under the Commercial Code. They are:

opening an account in a financial institution,
building insurance,
delivery of heat and hot water,
delivery of water service,
waste water treatment,
electricity for the common areas,
garbage collection,
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emergency service.

There are regulations relating to delivery of these services (e.g.,
safety precautions, protection ofhealth at work, technical facilities,
professional competence, fire regulations, etc.).

The association agreement also may describe other activities to be
performed under contracts. These vary from building to building
and depend on the size of the house, technical equipment and
specific building facilities.

The OA can employ other persons, e.g., accountant, cleaner,
technician, maintenance worker, to provide day-to-day services and
small repairs, carry out regular technical equipment controls,
prepare the OA accounts, and the like. Pursuant to relevant
provisions of the Labor Code, the OA may enter into:

employment contracts
parallel employment contracts
contracts to carry out specific work outside the employment
contract
single or multiple jobs or services.

Employment contracts require the OA to observe additional
regulations:

on paying income taxes,
on social insurance (sick and pension insurance of employees),
on health insurance (unemployment insurance)
on contributions to the social fund (employer must create a social
fund and administer it in a special account in a banking institution),
on conditions and premium rates for statutory insurance for
damages or liability related to an occupational accident or disease,
on minimum wage.

To fulfill its duties, the OA may possess tangible property
(computer, tools, etc.), to be acquired as needed. In case of larger
items, the purchase should be approved by the General Assembly.
For these purposes, the OA must comply with the contracting
provisions of the Civil Code, particularly regarding contracts of
sale, exchange agreements, performance contracts, rental contracts
(for tangible assets), loan contracts, insurance contracts, delivery of
equipment and building arrangements based on a public tender and
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selection. The OA can be authorized by decision ofthe owners to
enter into lease agreements for non-residential spaces.

In order to provide more detail about how its work will be done
and the property managed, the OA may issue bylaws in addition to
an association agreement.

For the professional manager, the establishment of an OA is very
important. This way, the manager has one partner for negotiating
the terms of the management contract, rather than each individual
owner acting on his own behalf. For everyday management issues,
the manager can deal with the OA chairman; for more important
issues, such as contractual arrangements for garbage collection and
other services, or delinquencies in payment of condominium fees,
the manager can deal with the executive committee. Serious
matters such as year-end accounting and long-term planning of
repairs, including proposals for their fmancing, must be discussed
and approved by the General Assembly.

If there is no OA, the manager may enter into a contract with each
individual owner, or may have one contract signed by all owners as
individuals. To be effective, the manager must be in active contact
with a representative of the owners, who helps him disseminate
information among individual owners and make decisions without
the legal structure of an OA. The manager can proceed only on the
basis of majority consent of owners, but they have little
opportunity to monitor and control the accumulation and use of
maintenance or renovation funds except through review of an
annual accounting report that the manager submits for approval at a
General Assembly. If the owners do not attend such the meeting,
the manager cannot proceed or must go ahead with management
tasks without the owners' approval- neither choice is likely to
lead to good management and administration of the building.

After inspection of the technical condition of the building and
inventory of equipment, a should prepare professional proposals
for repairs or reconstruction for the owners' approval. He should
present options, with cost calculations, and submit them to owners
for decision-making for major repairs, installation of service
equipment, roof repairs, and the like, including a proposal for
tender procedures.
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It is the owners' responsibility to determine the method of
management of the building, and the qualifications and skills of the
manager, how he will communicate and interact with the owners,
and his remuneration.

DETERMINING THE OWNERS' LEVEL OF
UNDERSTANDING OF LEGAL ISSUES

It is useful for the executive committee to know the level of
awareness and understanding on the part of the owners about such
fundamental matters as sale and ownership of a unit and shared
ownership ofcommon property, and the legal basis for the
operation of the OA and management of the property. If the
executive committee determines that certain issues are not clearly
understood by a significant number of owners, it can provide
information to clarify these matters through such means as a
newsletter, a brochure, or meeting with the owners.

The following questions may be used in a survey of owners;

•

•

•

•

1.

2.

What category of owner are you?

_ owner of residential spaces
_ owner of non-residential unit
_ other (specify)

Do you know what property you own and' what is your
share of ownership? (Check where appropriate):

unit
_lift
_roof

boiler room
_corridors
_balcony

windows
radiators

_ gas feeder line

•

•

3. Who administers and manages the common areas of your
building?

_ property manager
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OA
_ owners individually

4. Do you know that your unit can be transferred on the basis
of contract by:

sale
inheritance

_ execution (why?)

5. What items must be in the contract of assignment to be
submitted to the property register?

_ description of
_ documentation
_ association agreement

residential or non-resid.
unit

6. If an OA is established, then:

_ it is a legal entity
_ it is registered
_ must be pursuant to the Civil with the register of
association agreement Code associations

7. Do you think that an OA can manage the'property itself?

_yes
no

_ it is better to have a management contract with a
professional manager

8. Would you like to participate in the governance of the OA?

on the Executive
_ on the Auditing

on an activities committee

9. Do you think the OA or property manager should make
available to the owners documents concerning:

_ co-ownership

2-12
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_ technical state of the
_ plans of repairs
_ status of the OA's property
_ other (specify)

Any other comments?
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Session 2
Roles and Responsibilities of

the Owners' Association Executive Committee

Time: 2 hours 45 minutes

GETTING STARTED (15 minutes)

1. Welcome participants to Session 2. Explain that before
going into the fonnal content ofthe course, you would like
to get to know a little bit about each ofthe participant's role
in their condominium owners' association.

Ask participants to each share with the whole group the
following (OH #2-1)

TRAINER'S NOTE: Have your note padready andjot
down the most important thing they hope to getfrom the
course.

OH#2-1

Please introduce yourselfby sharing:

• Your name

• Whether you are a current Executive Committee
member or a prospective. member;

• What motivates you to be a Committee member

• What is the most important thing you hope this course
will help you with.

2. Goals/Objectives

Explain that this course was designed based on Slovakia's
growing number ofregistered owners' associations whose
Executive Committees are very actively engaged in the
day-to-day management and decisions for the association.
Many ofthese associations rely on Executive Committee
members and other owner volunteers to "self-manage" the
association, that is to say, they do not hire an individual
person to serve as their on-site property manager, or a
property management company. The shortage ofgood

th
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Session 2: Roles andResponsibilities ofthe Condominium Association Executive Board

management companies and cost Considerations often make
"self-management" the only logical choice.

Explain that this course therefore strives to meet the
following objectives for Executive Committee members of
self-managed condominium associations: (OH #2 -2)

OH#2-2

OVERALL COURSE OBJECTIVES

Clearly define the role ofExecutive Committee members in a
Condominium Owners' Association

IdentifY all components ofproperty management which an
Association needs to address

For each property management effort, provide Executive
Committee members with the tools and steps necessary to
perform the function at a high level

Demonstrate techniques for good working methods, use of
volunteers, communications, and organizational skills to help
your Executive Committee ofDirectors do the best possible job
ofmanaging t~e property.

TRAINER'S NOTE: When reviewing the objectives be sure to
identify which, ifany, ojthe participants' expectations may not be
covered in the course andsee ifthere is an informal way of
helping them get the information they need

Point out to participants that even though this course addresses
Executive Committee members who are performing all management
functions, the material contained in their course book can be used
as well by an on-site property manager, should their condominium
choose in the future to hire a property manager.

2-2



Session 2: Roles and Responsibilities ofthe Condominium Association Executive Board

3. Logistics and Schedule

Go over the block course schedule and explain any logistical
arrangements for meeting space, breaks, times, and
expectation ofthe final test. Explain that the materials
provided in the course book and in your presentations will
give them everything they will need in order to successfully
complete the training course. Point out that there is space
in the right hand margin ofeach page in their course book
for notes. Answer questions and then move on to begin
Session 2.

ROLES AND RESPONSmILITIES OF EXECUTIVE
COMMI'ITEE MEMBERS

1. Session Introduction (5 minutes)

Explain that in Slovakia, residents playing a role of
self-managing residential property through the process ofa
representative government structure is not new.
Cooperatives in Slovakia have long been a popular form of
housing management and many aspects ofa cooperative
Board members "job profile" will mirror those ofthe
condominium Executive Committee member.

Explain that we want to explore the powers, duties,
responsibilities and members ofthe Executive Committee,
as well as the motivations people have for serving on an
Executive Committee, and what benefits they may get from
the experience.

2-3
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Session 2: Roles andResponsibilities ofthe Condominium Association Executive Board

Review the session objectives (OH #2-3)

OH#2-3

Session Objectives:

• Learn Executive Committee requirements to apply the general
principles offiduciary responsibilities, and using good business
judgement

•

•

•

•

•

•

•

•

•

2.

•

•

•

IdentifY the powers and duties ofthe Executive Committees as
defined by an association's governing docwnents.

Learn what skills to bring with you when you serve on an Executive
Committee; and what things should be left behind!

IdentifY tasks which owner volunteers or committees may perform to
assist the Executive Committee.

Review effective methods used by associations to conduct business in
Executive Committee meetings, General Assemblies, and other
meetings.

Remind participants that for the purposes ofthis session we
will be discussing the official or fonnal powers and duties of
owners' association Executive Committee members. The
day-to-day property management functions perfonned by
Executive Committee members will be discussed in
upcoming sessions.

Small Group Discussion (15 minutes)

Briefly review the fact that generally the membership ofa
condominium owners' association, called the "General
Assembly", elects an Executive Committee to set policies
for the association and to implement them. This obviously
incorporates a broad range ofpowers and duties which the
association owners via the General Assembly tum over to
their elected Executive Committee. Typically the
Association Agreement for an owners' association does
require that the General Assembly retain certain functions
which, under no circumstance may be delegated to the
Executive Committee.

2-4
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Session 2: Roles ondRespo1l3ibilities ofthe Condominium Association Executive Board

TRAINER'S NOTE: Have preparedaheadoftime four flip
chartpages, with one ofthe following headings written at
the top ofeach page: ''APPROVE ASSOCIATION
AGREEMENTAMENDMENTS" ''APPROVEBUDGET"
"ELECTAUDITING COMMITTEE" ''APPROVE
CAPITAL IMPROVEMENTS"

Divide participants into four working groups, and ask all of
them to play the role ofa non-Executive Committee
member unit owner as they complete this exercise.

Give each group one association function to discuss
(approve association agreement amendments; approve
budget, elect auditing committee; approve capital
improvements). Ask each group to complete the following:
(OH#2-4)
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Session 2: Roles andResponsibilities ofthe Condomil1ium Association Executive Board

OH#2-4

For this function ofa condominium owners' association,
identifY

•

•

1.

2.

The possible reasons that the Association Agreement
requires that this function be performed only by vote of
the General Assembly

As an owner what do you see as the advantages to you
for the General Assembly retaining this function?

Be ready to discuss your answers with the larger group. You
have 10 minutes to discuss this.

•

•

•

•

•

•

•

3. Reports (15 minutes)

Ask for a spokesperson from each group to give their
answers. List their answers on the flip chart. Expect these
answers, and mention any ofthem that aren't suggested:

Select Auditing Committee: The financial matters handled
by the Executive should be audited as a means ofchecks
and balances by individuals outside the Executive
Committee who have not been involved in keeping the
financial records which will be audited. Since it is the
Executive Committee's record-keeping being audited, they
should not be involved in selecting the people who will
perform the audit oftheir books. This system prevents
conflict ofinterest.

Approve Capital Improvements: Capital Improvements
generally mean significant outlays offunds, possibly special
assessments. Owners should be involved in determining if
they want the improvement, and what means ofpayment
should be used. Owners bought into the condominium
knowing they would have to pay to maintain it properly.
But they did not automatically agree to pay for capital
improvements which did not exist in the building when they
became a member.
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·Session 2: Roles andRespomibilities ofthe Condominium Association Executive Board

Approve Association Agreement Amendments: The
Association Agreement represents a contract between the
owners and the association. In principle, owners agreed to
be members and meet the obligations in the agreement as it
read when they became a member. Just as with any
contract, both parties should agree ifthere will be changes.

Approve Budget: The budget sets the level of services
and the condominium fees. Both ofthese will have a direct
impact on all owners, both financially and in the quality of
their living environment. Owners should have a voice in
setting service and fee levels.

Mention that there are other functions only the General
Assembly may perform, and show the following list:
(OH#2-5)

OH#2-5

Duties ofthe General A••embly which may not delegated to the
Executive Committee:

Amend the Association Agreement

Approve and modify Bylaws and other internal regulations

Elect the members ofthe Executive Committee

Approve annual reports ofthe Executive Committee

Approve the annual financial statement of the Association

Approve hiring a professional management:firm

Point out that, except for these association functions it is
necessary to delegate considerable authority to the
Executive Committee in order to operate effectively
because: (OH #2-6)
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OH#2-6

A condominium may include a large number ofowners, and

• Its not likely a quorum ofowners could be gathered
quickly enough to get decisions made in a timely
fashion.

•

•

•

•

•

•

•

•

•

•

•

4.

Its not feasible for all owners to gather each time an
item such as the cleaning schedule for the janitor or how
to make a repair must be decided.

It would be difficult and costly to distribute quickly to
all owners the background information needed to make
an educated decision.

Small Group Discussion (30 minutes)

TRAINER'S NOTE: Have handouts ready to distribute.

Tell participants that you would now like to take a look at
the roles and functions which are most often delegated to
the Executive Committee. Tell them they may now return
to their "real role" as an Executive Committee member for
the rest ofthe session.

Give each participant a copy ofHandout #1 and ask them to
carefully review each ofthe responsibilities ofan Executive
Committee. Mention that underneath each responsibility are
listed some ofthe tasks Executive Committee members can
expect to be involved in to meet these responsibilities. Ask
participants to do the following: (OH #2-7)

2-8
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OH#2-7

1. Select the top two responsibilities which you believe to
be the two most important that the Executive
Committee has to the owners. Mark the two with a
checkmark (".,1''').

2. Select two responsibilities from the list with which you
either have some related experience or qualifications, or
which you are most interested in, and would be willing
to learn. Mark these two with an ("x").

You have 5 minutes to complete this. Be prepared to share
your selections with others.
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Handout #1

EXECUTIVE COMMITTEE RESPONSIBILITIES, AND SOME OF THE TASKS COMMITTEE MEMBERS
MAY PERFORMDAY-TQ-DAYIN THE ROLES:

•

•

••

•

•

•

•

•

•

•

•

•

•

•

Maintain, repair and replace all General Common Elements and any Limited Common Elements
which are required to be maintained by the Association
(Make building inspections to learn condition ofbuilding and equipment; identifY needed repairs~ work
with contractors and/or the management company to get quality maintenance and repairs made~ help
develop specifications and contracts).

Develop and implement effective financial procedures and record-keeping to provide a system of
checks and balances, protect association funds, assure accurate historical financial information,
and create the mechanism for monito~gfinancial performance.
(Become informed about any government financial reporting requirements~ set up and maintain records of
all financial operations, monitor collection offees and recommend policy for collecting delinquent fees~
learn how the condominium budget process works).

Develop, approve and enfon:e reasonable rules and regulations as needed to promote a safe, and
peaceful environment for residents.
(Need someone who can assess the reasonableness ofproposed rules, determine whether it is needed to
ensme a safe, clean and peaceful environment, and can write a draft ofthe rule for the Executive
Committee and owners to consider).

Develop and approve administrative policies and procedures to put into place the plan, systems
and controls to make each element of management ofthe property successfuL
(Help put into written form policies and procedures adopted by the Executive Committee, such as a job
description for an employee, procedures for adopting new rules, delinquent collection policies, etc.).

Oversee the hiring and supervision ofemployees and contractors serving the community.
(Learn how to find good employees and/or contractors. Be a good communicator and work with them after
hired to have a successful business relationship).

Maintain an informed stance on allstate and IoeaIlegislation affecting condominium associations.
(Learn where to look to keep abreast ofchanging legislation. Be an avid reader and keep the rest ofthe
Executive Committee informed ofchanges).

Communicate effectively with owners.
(Be sensitive to the owners' rights to be kept informed and to be heard on important topics. May help
develop a newsletter, notices sent to owners, individual correspondence, owner questionnaires, etc.).

After everyone has made their choices, divide participants
into groups of5-7 persons. Tell these groups that for the
purposes ofthis exercise, they should consider themselves a
new Executive Committee ofa self-managed building..

Ask each "Executive Committee" group to discuss among
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themselves and do the following: (OH #2-8)

OH#2-8

1. Compare responsibilities each Executive Committee
member checkmarked ("tI' ") and see ifthere is a general
consensus on your "Committee" regarding what they
feel their top responsibilities are to the owners.

REMINDER: THERE ARE NO RIGHT AND
WRONG ANSWERS HERE. SOME EXECUTIVE
COMMITTEES BENEFIT BECAUSE EACH
MEMBER IS AN ADVOCATE FOR DIFFERENT
ISSUES.

2. Look at the ("X") marks to determine the collective
experience and/or interests within your Executive
Committee, and decide how the members can share in
overseeing each ofthe responsibilities.

Be ready to report to the whole group what your Executive
Committee's findings are.

You have 20 minutes. -

Bring the large group back together, and give each group
spokesperson an opportunity to report on whether their
group consisted ofa wide variance ofopinion on the
priorities in task #1 or whether a consensus was reached.

Next, ask the group spokespersons to explain what
responsibilities were well covered by experienced or
interested Executive Committee members and which were
not. Ask ifthe groups discussed ways to handle all ofthe
responsibilities.

5. Volunteers and Committees Assist the Executive
Committee (20 min)

Explain that, especially when an association chooses to self
manage, the Executive Committee will learn that
committees and individual owner volunteers can make a
tremendous difference in the volume and quality ofwork an
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Executive Committee completes.

Explain that two ofthe biggest jobs committees can do for
an Executive Committee are (1) gathering information on
issues and making recommendations as directed by the
Executive Committee; and (2) affecting good
communications with owners on behalfof the Executive
Committee and creating a community spirit. Ask for
examples from the participants ofany committees they
already use, and what the results have been.

Explain that in a few minutes we will do an exercise
related to committees, but first you want them to look at
some background information. Refer them to page 2-28 of
their course books entitled "Committees which need Your
Help." which is a notice sent to recruit committees. Also
refer them to page 2-24 "Things to Keep In Mind When
Establishing Committees". Remind participants that
committees may be 1 or 2 people, or it may be 5-10,
depending on the work to be done.

Ask participants to look again at the Executive Committee
Responsibilities (Handout #1) and recall which tasks they
think could be effectively handled by a committee. Take a
few suggestions.

Ask ifany participants are not in favor ofestablishing
committees, and if so what their concerns are. Expect
answers like, committees may become too independent, too
powerful, may create factions in the community; or there is
doubt that there are enough volunteers. Use information in
the "Things to Keep In Mind..." material to minimize these
problems, but point out that it is true that committees aren't
always the answer in every owners' association.

Before getting offthe subject ofcommittees, point out a last
but not least benefit offonning committees:

•

•

6.

"Committee Members ofToday are the Executive
Committee Members ofTomorrow. " It is the best training
ground for tomorrows Executive Committee.

Fiduciary Responsibilities (20 minutes)
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Explain to participants that in fulfi1ling each ofthe
responsibilities from the previous exercise, every Executive
Committee member must do so as a good fiduciary.
Explain that fiduciary responsibility -pertains to a position of
trust and confidence.

TRAINER'S NOTE: Have the following alreadyprepared
on aflip chart in front ofroom to refer to during this

.session. Also have handouts ready to distribute.

On .c1;[ij) cr.art:

When acting in your role as an Executive Committee member:

Always act as a representative ofall owners.

Your individual concerns as an owner must be
secondary.

Your primary concern should be how actions affect the
association membership as a whole.

Always avoid conflicts ofinterest.

It is unacceptable to decide on an actiOn because it will
benefit you in your personal or professional life.

You must always refuse any discounts or rebates which
would benefit you personally.

Distribute Handout #2. Give participants a few minutes to
read it. Explain that you want to use some examples to
demonstrate Executive Committee decision-making based
on the fiduciary role. One at a time, discuss the following
three scenarios, and discuss how boards should react as
good fiduciaries. Ask for volunteers to identifY from the
handout or from the flip chart what elements offiduciary
responsibilities apply to each ofthe scenarios.

2-13
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TRAINER'S NOTE: As an option,'participants may have
better real-life scenarios than these, andyou maywant to
drawfrom their real experiences instead.

Scenarios where Executive Committees must consider their fiducimy
responsibilities:

A roofing contractor offers an Executive Committee member a cash
bonus ifit is selected to replace the roof. (Executive Committee may
not accept rebates, discounts; and may not vote for contractor based
on personal gain)

The Executive Committee is taking no action to try to collect
delinquent fees. (Executive Committee may not allow assets to
deteriorate)

An investment broker makes a presentation to the Executive
Committee recommending that they invest association funds in a
somewhat risky stock fund which he believes may quickly double the
association's savings accolDlt within a few months. (Executive
Committee may not speculate or take risks with association assets)
The Executive Committee has decided that they should receive pay
for their work on behalfofthe Association. (This should be decided
only after complete communication ofall details with owners and if
agreed to ahead oftime by the General Assembly)
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Handout #2

Fiduciary responsibility pertains to a position oftrust and
confidence.

It has legal stature - a person who has agreed to act as an
Executive Committee member and fails to exercise fiduciary
responsibility to the owners is legally vulnerable. The legality is
defined from the election to the Executive Committee.
Members who accept the position are entrusted with the care,
protection and use ofsomeone else's money and property.

Executive Committee members may not allow the assets ofthe
association to deteriorate. Assets may not be unduly exposed
to abuse, theft, or misuse.

Executive Committee members may not speculate, experiment,
or take risks with association assets.

Executive Committee members should act with absolute
honesty in communications to owners ofthe property in their
trust.

Executive Committee members decisions should be arrived at
on a reasonable basis by first conducting research, examination
ofalternatives, assessing risks, and obtaining cost comparison
information. Making decisions on this basis means that the
Executive Committee used good business judgment.

7. What Makes a Good Executive Committee Member? (10
minutes)

Explain that the big list ofresponsibilities may frighten some
people away, concerned that they would not have the
qualifications necessary to do a good job.

Mention that it is always helpful to have some Executive
Committee members with good heads for figures, someone
who understands the mechanical and physical operations of
a building, and someone with good management and
leadership skills to help the Executive Committee work well
together. But even these people need not possess a college
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degree in the subject, or extensive related work experience
to be valuable, contributing members ofthe Executive
Committee.

Actually, some ofthe most valuable skills are those that
most people possess. Distribute Handout #3 and give
participants a few minutes to review it. Explain that this is
not to minimize the experience and talents Executive
Committee members may have that will serve the
association well, but without dependability, preparation and
good communication, even the greatest minds will be ill
equipped to move the association in a positive direction.

Handout #3

The most valuable attributes Executive Committee
memben can bring to their association are:

• Dependability - Be an Executive Committee member
who can be counted on to come to meetings, and follow
through on commitments made

• Good ListeniOi skjJls - appreciate the opinions of
others, and respect their right to state their opinion.

•

•

•

•

•

•

•

•

•

•

The Ability to Do Your Homework - Be prepared for
meetings. Ifthe Executive Committee will discuss the
approval ofa contract, read it carefully ahead oftime,
have your questions ready. Read the minutes ofthe
prior meeting before the next meeting, and have any
recommended amendments ready.

Communication SkiJls - When communicating either in
speech or writing as an Executive Committee member,
maintain a professional and courteous manner, and take
the time to give a judiciously thought-through response.

A Healthy Respect for Your Fiduciwy ResP00sibilities

Your Good Ideas, and the willingness to participate in a
free exchange ofideas.
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Ask participants to look at page 2-7 oftheir course books for the
three things that can most easily interfere with good decisions and
progress on an Executive Committee. Explain that most members
do not bring this "extra baggage" to the Executive Committee
meetings, but it is worthwhile to mention them as a healthy
reminder ofthings best left behind when you enter a meeting.

Things to leave behind when serving on the Executive Committee:

Personality ConjlJds. It would be unreasonable to expect that everyone you
work with on the Committee would also be a close friend. Executive
Committees often attract people with significantly different points ofview.
Some member's personalities may clash with yours. but it is important,
especially dming meetings to put aside personality conflicts and concentrate on
the issues at hand, and making the right decisions for all ofthe owners.

PersonalInterests. As non-Executive Committee member owner. you may
vote on an issue in the General Assembly because it is in your personal
interest. But as a Executive Committee member and a good fiducillIY. you may
no longer use this consideration as a priority when voting on issues. Instead,
you must consider the best decision for the majority ofowners, and base it on
the needs ofthe association as a whole.

PreconcftvedNotiDns. Once in a while. a person may nm for the Executive
Committee because he/she feels uniquely qualified based on extensive
experience. For example, an owner who works as the top maintenance
supervisor for a property management:fum may have great experience at all
aspects ofproperty management, and believes the condominium should be
managed in a certain way. Certainly his vast knowledge ofmaintenance and
repairs will be invaluable to the association, but he will need to keep an open
mind on how decisions are reached, and how contracts are let As we will
learn throughout this training program, condominiums put great value on the
opinions ofowners regarding the level ofservices they want and how much
they are willing to spend for them. Deciding these issues is handled through a
democratic form ofgovernment consisting ofthe General Assembly and the
Executive Committee. This, and competitive bidding for maintenance services
constitute a very different kind ofmanagement from that which was previously
experienced.

2-17



• .
Session 2: Roles andResponsibilities ofthe Condominium Association Executive Board

•

•

•

•

•

•

8. How The Executive Committee Conducts Business (15
minutes)

TRAINER'S NOTE: Use Flip chart here.

Explain that we will now look at the more formal process of
conducting association business: the Executive Committee
meetings, where the Committee discusses and votes on the
policies procedures, rules, contracts, etc. on behalfofthe
association.

Ask participants to think back to Executive Committee
meetings they attended which disappointed them. Ask for
short descriptions ofwhat would have made them better.
Take as many as possible from the participants and list them
on a flip chart. Look for such things as: meeting should
have been shorter; don't allow too many people to
participate; need some amount ofparliamentary procedures
to keep order; more preparation or information needed to
make good decisions, keep political motivations out of
decision-making; keep to the business at hand and don't
sidetrack.

Ask participants to look at page 2-11 oftheir course book
which is a sample agenda ofan Executive Committee
meeting. Ask participants what this agenda tells us about
the Executive Committee's efforts to have efficient and
productive meetings. Look for answers such as:

• With Open Forum owners are given time to speak,
but then the Executive Committee may conduct
business without interruption.

•

•

•

•

•

•

•

Time is budgeted for each item, and even ifsome
topics take longer, this keeps meetings to a
reasonable length.

Minutes oflast months meeting are reviewed so
everyone is kept up to date.

Management issues are discussed based on materials
the board received and read ahead oftime and is
now prepared to discuss.
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.... The fact that an agenda is used helps keeps things on
track.

Mention that more information regarding three Executive
Committee meeting issues are addressed in more detail in
their course books: (1) Holding Open Executive Committee
Meetings for All Owners; (2) Keeping the Minutes; and (3)
Parliamentary Procedures.

9. Conducting Annual Meetings ofthe General Assembly
and Conducting Elections (20 minutes)

Explain that the other fonnal process for conducting
association business is the meeting ofthe General Assembly,
which is held at a minimum, annually, and typically includes
Executive Committee Elections.

Point out the, things which we learned about Executive
Committee meetings that also apply to the Annual Meeting
ofthe General Assembly: keep minutes, use parliamentary
procedures, use an agenda; to name a few. Mention that
there are Association Agreement requirements about how
Annual Meetings should be held. Ask participants to name
some requirements in their condominium's Association
Agreement. .

Ask participants to look at page 2-14 oftheir course books
to become familiar with some requirements found in most
condominium Association Agreements regarding Annual
Meetings.

Conducting the Election

Point out that the most important right condominium
owners have is to elect their representatives. Great care
should be taken to ensure that this process is above
reproach.

Explain that pages 15-17 oftheir course book contain some
practical steps to take in planning for the Election, as well
as sample notices, proxies and ballots. This infonnation is
provided for reference. But point out the key things to
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remember which will help make the Election process a
system owners feel they can have faith in: (OH #2-9)

OH#2-9

Begin the process early - educate owners about the
responsibilities ofserving.

Establish an Election Committee made up of
non-Executive Committee member volunteers - The
Executive Committee should distance itselffrom the
Election Process as much as possible to prevent any
perceptions ofconflict ofinterest.

Establish procedures which will ensure that individual
votes are private, and that the election results can be
proven to have been calculated fairly. Publish the
election procedures and allow owners to comment on
them before the Executive Committee adopts them.

Answer any final questions and end the session.
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OH#2-1

Please introduce yourself by sharing:

• Your name

• Whether you are a current Executive Committee member
or a prospective member;

• What motivates you to be a Committee member

• What is the most important thing you hope this course
will help you with.
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OH#2-2

OVERALL COURSE OBJECTIVES

Clearly define the role ofExecutive Committee members in a
Condominium Owners' Association

Identify all components ofproperty management which an
Association needs to address

For each property management effort, provide Executive
Committee members with the tools and steps necessary to
perform the function at a high level

Demonstrate techniques for good working methods, use of
volunteers, communications, and organizational skills to help
your Executive Committee do the best possible job of
managing the property.
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OH#2-3

Session Objectives:

• Identify the powers and duties ofthe Executive
Committees as defmed by an association's governing
documents.

• Learn Executive Committee requirements to apply the
general principles offiduciary responsibilities, and using
good business judgement.

• Learn what skills to bring with you when you serve on an
Executive Committee; and what things should be left
behind!

• Identify tasks which owner volunteers or committees may
perform to assist the Executive Committee.

• Review effective methods used by associations to conduct
business in Executive Committee meetings, General
Assemblies, and other meetings.
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OH#2-4

For this function ofa condominium owners' association,
identify

1. The possible reasons that the Association Agreement
requires that this function be performed only by vote of
the General Assembly

2. As an owner what do you see as the advantages to you for
the General Assembly retaining this function?

Be ready to discuss your answers with the larger group. You
have 10 minutes to discuss this.
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'OH#2-5

Duties of the General Assembly which may not delegated
to the Executive Committee:

Amend the Association Agreement

Approve and modify Bylaws and other internal regulations

Elect the members ofthe Executive Committee

Approve annual reports of the Executive Committee

Approve the annual financial statement ofthe Association

Approve hiring a professional management firm
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OH#2-6

A condominium may include a large number ofowners, and

• Its not likely a quorum ofowners could be gathered
quickly enough to get decisions made in a timely fashion.

•

•

•

•

•

•

•

•

•

•

•

Its not feasible for all owners to gather each time an item
such as the cleaning schedule for the janitor or how to
make a repair must be decided.

It would be difficult and costly to distribute quickly to all
owners the background information needed to make an
educated decision. - .
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OH#2-7

1. Select the top two responsibilities which you believe to
be the two most important that the Executive Committee
has to the owners. Mark the two with a checkmark ("v''').

2. Select two responsibilities from the list with which you
either have some related experience or qualifications, or
which you are most interested in, and would be willing to
learn. Mark these two with an ("x").

You have 5 minutes to complete this. Be prepared to share
your selections'with others.
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HANDOUT #1
EXECUTIVE COMMITTEE RESPONsmn..ITIES. AND SOME OF THE TASKS COMMITTEE MEMBERS
MAY PERFORMDAY-TQ-DAY IN TIIE ROLES:

•

•

•

•

•

•

•

•

•

•

•

•

•

•

•

Maintain, repair and replace all General Common Elements and any Limited Common Elements
which are required to be maintained by the Association
(Make building inspections to learn condition ofbuilding and equipment; identify needed repairs; work with
contractors and/or the management company to get quality maintenance and repairs made; help develop
specifications and contracts).

Develop and implement eft'ective financial procedures and record-keeping to provide a system of
checks and balances, protect association funds, assure accurate historical financial information, and
create the mechanism for monitoring financial performance.
(Become informed about any government financial reporting requirements; set up and maintain records of
all financial operations. monitor collection offees and recommend policy for collecting delinquent fees;
learn how the condominium budget process works).

Develop, approve and enforce reasonable rules and regulations as needed to promote a safe, and
peaceful environment for residents.
(Need someone who can assess the reasonableness ofproposed rules. determine whether it is needed to
ensw-e a safe, clean and peaceful environment. and can write a draft ofthe rule for the Executive Committee
and owners to consider).

Develop and approve administrative policies and procedures to put into place the plan, systems and
controls to make each element of management of the property successfuL
(Help put into written form policies and procedW'eS adopted by the Executive Committee, such as a job
description for an employee, procedures for adopting new rules, delinquent collection policies, etc.).

Oversee the hiring and supeniBion ofemployees and contractors serving the community.
(Learn how to find good employees and/or contractors. Be a good communicator and work with them after
hired to have a successful business relationship).

Maintain an informed stance on all state and locaIlegisIation affecting condominium associations.
(Learn where to look to keep abreast ofchanging legislation. Be an avid reader and keep the rest of the
Executive Committee infonned ofchanges).

Communicate eft'ectively with owners.
(Be sensitive to the owners' rights to be kept informed and to be heard on important topics. May help
develop a newsletter, notices sent to owners, individual correspondence. owner questionnaires, etc.).
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OH#2-8

1. Compare responsibilities each Executive Committee
member checkmarked ("./ n) and see if there is a general
consensus on your "Committee" regarding what they feel
their top responsibilities are to the owners.

REMINDER: THERE ARE NO RIGHT AND WRONG
ANSWERS HERE. SOME EXECUTIVE
COMMITTEES BENEFIT BECAUSE EACH MEMBER
IS AN ADVOCATE FOR DIFFERENT ISSUES.

2. Look at the ("X") marks to determine the collective
experience and/or interests within your Executive
Committee, and decide how the members can share in
overseeing 'each ofthe responsibilities.

Be ready to report to the whole group what your Executive
Committee's findings are.

You have 20 minutes.
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HANDOUT #2

Fid~ciaryr~sponsibilitypertains to a position oftrust and
confidence.

It has legal stature - a person who has agreed to act as an
Executive Committee member and fails to exercise fiduciary
'responsibility to the owners is legally vulnerable. The legality
is defmed from the election to the Executive Committee.
Members who accept the position are entrusted with the care,
protection and use of someone else's money and property.

Executive Committee members may not allow the assets ofthe
association to deteriorate. Assets may not be unduly exposed
to abuse, theft, or misuse.

Executive Committee members may not speculate, experiment,
or take risks with association assets.

Executive Committee members should act with absolute
honesty in communications to owners of the property in their
trust.

Executive Committee members decisions should be arrived at
on a reasonable basis by fIrst conducting research,
examination of alternatives, assessing risks, and obtaining
cost comparison information. Making decisions on this basis
means that the Executive Committee used good business
jud~ent. -
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HANDOUT #3

The most valuable attributes Executive Committee
members can bring to their association are:

• _ - Be an Executive Committee member
who can be counted on to come to meetings, and follow
through on commitments made

• - Be prepared for
meetings. If the Executive Committee will discuss the
approval of a contract, read it carefully ahead oftime,
have your questions ready. Read the minutes ofthe prior
meeting before the next meeting, and have any
recommended amendments ready.

• - appreciate the opinions ofothers,
and respect their right to state their opinion.

• Communication Skills - When communicating either in
speech or writing as an Executive Committee member,
maintain a professional and courteous manner, and take
the time to give a judiciously thought-through response.

•

• , and the willingness to participate in a
free exchan e of ideas.
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OH#2-9

Begin the process early - educate owners about the
responsibilities of serving.

Establish an Election Committee made up of
non-Executive Committee member volunteers - The
Executive Committee should distance itself from the
Election Process as much as possible to prevent any
perceptions ofconflict of interest.

Establish procedures which will ensure that individual
votes are private, and that the election results can be
proven to have been calculated fairly. Publish the
election procedures and allow owners to comment on
them before the Executive Committee adopts them.
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Time: 1 hour, 30 minutes

Session 3
Managing the Property:

The Elements and the Options

Getting Started (15 minutes)

Welcome participants, and explain that the purpose ofthis session
is to (1) provide a clear understanding ofthe elements associated
with property management which make it distinctly different from
the kind ofmanagement people have been accustomed to; and (2)
to demonstrate to Executive Committees how their faithful
adherence to the property management philosophy will speed up
the evolution oftheir building's residential units into a better place
to live today; and a valuable asset tomorrow.

Review the session objectives; OH #3-1.

OH#3-1

SESSION OBJECTIVES

• Learn the unique elements inherent in association
property management - its much more than just
maintenance!

• Learn to recognize the earmarks ofa higher standard of
care which is a trademark ofassociation property
management

• Explore the options for obtaining the best possible
property management program for your association.

Explain that, before discussing the elements and options ofproperty
management, it is important to define the term management. This
term is often confused with the term "maintenance", but the two are
very different functions.
Say that the definition ofthe word "manage" is to direct, control,
or handle.
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Session 3: Managing the PropertY: The Elements and the Options

Explain that whether an owners' association is being self-managed
by the Executive Committee, managed by a property management
firm, or a hired on-site manager employed by the association, the
job ofmanagement is to be a general overseer, directing, and
monitoring the progress ofnumerous association efforts, always in
accordance with the policies set by the Executive Committee, to get
the best possible results. Explain that it is a job ofcoordination and
leadership.

Tell the participants to tum to the "Contents" page oftheir course
books, and point out that the easiest way to understand what the
"association efforts" are, is to look at the titles ofsessions 4-10.
These are the "efforts," the different components ofassociation
property management.

Point out that this does not mean that the person(s) doing the
managing must perform all the actual physical or mental labor
required, although sometimes special skills in one area or another
come in handy. Rather, their job is to have a general
understanding ofwhat is needed in each effort, and to keep the
energies of individuals and contractors channeled toward
achieving the association's desired results.

TRAINER'S NOTE: Have both handouts ready here.

Distribute Handout #1. Point out that this chart shows the distinct
difference between "management" and "maintenance."
Management directs operations; maintenance is one ofthe
operations, one ofthe many efforts.
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Handout #1
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Now have participants look at Handout #2. Explain one helpful
way to distinguish Maintenance from Management is to think of
Maintenance as the actualphysical work performed to maintain
and repair the common areas.
Handout #2
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Take any questions, to make sure participants understand the
difference.

Exercise and Group Discussion (30 minutes)

Explain that you would now like participants to reflect back to the
state ofresidential property management and maintenance services
in their building before private ownership offlats and the movement
toward a market economy.

Explain that the purpose ofthis exercise is to develop a fair
representation ofthe overall property management service they were
previously familiar with from their perspective as residents of
buildings.

Distribute Handout #3 and explain that their answers are intended to
give a general sense ofthe level ofa resident's awareness and input
into the structure and systems used to maintain the building they live
in. Ask each participant to spend 10 minutes answering the
questions. Briefanswers are all that are needed. Ask participants to
be prepared to share their answers with the group.
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Handout #3

From your penonal penpeetive as a resident Uving in a municipally owned ud managed buDding, answer
the following questions about how the management of the buDding 'Worked, based on your observations,
and any interaction you had with the management company related to cleanliness of the building, needed
repain and maintenance, response to your requests for service, communal services, etc.

1. Who had significant input and authority to decide what would be included in the housekeeping service, and
what level ofcleanliness was an acceptable standard?

•

•

2.

3.

Describe any system you were aware ofwhich monitored the use ofbudgeted funds to obtain the best
service and quality in maintenance and repairs?

What mechanisms were you aware ot: ifany, for making changes in management or maintenance ifservice
was ofpoor quality?

4. How were residents kept informed and given a voice in matters which affected the service or maintenance
in their building?

Ci. Were you aware ofwhether property management and maintenance decision-makers were accountable to
anyone?

e·

•

•

•

e

•

s.

7.

Could you tell what system was used to monitor the quality ofwork performed?

From your perspective as a resident, Could you describe what you believed what the main goals of
management and maintenance were for your building?

Add any additional information here: _

After the time has elapsed and most people are finished answering
the questions, read aloud each question one at a time and ask for
two volunteers for each question to share their answers.

TRAINER'S NOTE: Have flip chart available here. As
participants share their answers, identify any predominant themes
in their answers such as: residents were not aware ofwhether or
how any good systemsfor management andmaintenance were
developed; or the lack ofopportunityfor residents to have any
input into these matters. Summarize any recurring themes on the
flip chart.

Now, give participants Handout #4, and explain that this handout
has the same questions, but includes the likely answers a resident in
an owners' association would give ifasked.

•
Handout #4



Session 3: Managing the Property: The Elements and the Options

These would be typical aDswen resldeDtiownen would probably give to tbe same questions if they lived in an "up
and running" ownen' association:

I. Who has significant input and authority to decide what would be included in the housekeeping seIVice, and
what level ofcleanliness was an acceptable standard?
The EX4C11tWe CoIIfIfIiIta developed hOllSekeepingstIIndluds IUUl r«eived inputfrom the l1WfIt!1'S in
developingthem. TIum. written plYlCedllra~GPJ11'O"t!d by the Collflflilta. IUId the cletmingpersonnel
lollmv the prot:edura.

2. Describe any system you are aware ofwhich monitored the use ofbudgeted funds to obtain the best seIVice
and quality in maintenance and repairs?
OurEX4C11tWe CoIIfIfIiIta President has the raponsibilities 011Ul on-site IIUUUIgB. IUId she kups • close
eye on lUIy ongoingwork in tile b"ildingto IIUIke s"re it is being done "p to the stlUldluds whicla~ set.
Also. II1lllUlintenlUlce IUUl reptlir work is done based on II written c01ltrtu:t so the worker knows whllt we
expect, IUId we onlyptly the co1ltrtu:to, "pon s"ccessfill compldion ofthe work. Also. 0'" 1W0citltion
Jlt'eJHlfa G monthly repon whicla COIfIJ't't'eS whllt WtIS tldUlI1ly spent to whllt WtIS b"dgetedfo, eIIC1Iline
item, so we CIUI monitor expenses closely.

3. What mechanisms are you aware ot: ifany, for making changes in management or maintenance ifseIVice is of
poor quality?
Our tD80citdi0n GgreemeIU gives the genenU tI86e1IIbly otlIority to chlUlge mon.gement. RegtllYling
IlUlintenlUlce. we IUt! G written COIIl1'tId witIJ lUIy IlUlintenlUlce orglUlizJltion we hire. IUId the co1ltrtlct has
G cIIuue in it thllt tI1Iows eitherptI11y to tennintlte the co1ltrtlctwitIr 0'witlJout CIUlSe, bygiving thirty dGys
notke.

4. How are residents kept informed and given a voice in matters which affect the seIVice or maintenance in their
~~? .
1. We tire invited to EXUIItive CoIIfIfIiIta meetings IUId we CIUI voi« o"r opinions. 2. We tire tdwGys
entitled to review lUIy contnu:ls 0'other docrunents relGted to 1W0cUdion business. 3. TIreExeClltive
ColIfIfIiIta sends owner s,,1Wys to get our opinion on tile big WIU!& 4. We tire developing. newsletterfor
ollr b"ilding.

5. Can you tell what system is used to monitor the quality ofwork performed?
TIre most ob11ious one is the inspections. Our EDCIdive ColIfIfIiIta President inspects the]1I'Operty on •
wry repwbasis. We lIIso hlA't! some ~identvoblnteer.s who get involved in specilll reptlir]1I'Ojects
'WItere they hlA't! experience. TIrey help the CoIIfIfIiIta by writing"p specifictdions10' the work IUId
monitoring the work in pt'Ogret18 when the Committee reqlU!8tS this.

6. Are you aware ofwhether property management and maintenance decision-makers are accountable to anyone?

We elected the EDCIItiw CoIIfIfIiIta to be ~ponsible10'seeing to It thllt tIIings tire weU monaged IUId
weU1llGintained. Any IlUlintenlUlce 0'mon.gement operations IIUISt be acco"ntGbIe to the Committee.
The Committee is 1teld acco"ntable to II1l tile 1W0cUdion l1WfIt!1'S. who have the right to vote to chlUlge the
Committee.

7. From your perspective as a resident, Could you describe what you believed what the main goals of
management and maintenance are for your building?
(1) To improve living conditions. IUId to do so in the most .ffordable waypossiblefo, the owners. To
proted the value ofthe condominium property IUId hopejilUy nudce o"r condominium lUI osset which will
increase in lItI1ue in the futrlre.

3-7

5f
t



•

•

•

•

•

•

•

•

•

•

•

Session 3: Managing the Property: The Elements and the Options

Give participants a few minutes to compare the owners' association
resident's answers to their own answers. Point out the three clear
issues that emerge in a condominium association resident's answers:
(1) They know ofa system in place; how their money is being
spent, and how things work in their association; (2) They have
taken responsibility for management and maintenance through their
elected board; (3) They have exercised freedom ofchoice.

Group Discussion (15 minutes)

Explain that private ownership ofapartments is still a fairly new
concept in Slovakia. Owners are only just now beginning to get a
sense ofthe long-range positive impact that owners' association
property management can have on their lives. Ofcourse there are
hurdles and obstacles facing new Executive Committees. But
associations learn to tackle their challenges by "chipping away" at
problems one at a time.

Point to the three powerful ingredients which fuel the good ideas
and creative solutions ofthe owners. They are:
ShowOH#3-2

OH#3-2

Having a Voice in Decisions

Taking Responsibility

Exercising Freedom ofChoice

TRAINER'S NOTE: Leave overhead on to refer to it.

Distribute Handout #5. Explain that this handout contains the
characteristics which are often associated with the operations ofa
condominium association. Ask participants to look at these
characteristics and see how the "ingredients" from the overhead
playa key role in the makeup ofa condominium association.

Go through the list in this handout and ask volunteers to identifY
how the three items on the overhead relate to items on the list.
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Handout #5

Elements Inherent in Condominium Association Management

• Is progressive and forward thinking, does not limit itselfto doing things the way they have always been
done in the past.

• Strives not only for clean and well maintained common areas. but also to develop community spirit and
address quality oflife issues.

• Implements management procedures developed by owners through a representative form ofself
government

• Is directed by elected association leadership who serve constituents; real estate owners who have
entrusted them with the care oftheir jointly owned property.

• Puts an appropriate bmden ofresponsibility on owners to contribute their fair share toward maintaining
and respecting the property through budget development, assessment collection and rules development
and enforcement

• Includes systems for monitoring service and quality ofall management functions.

• Includes the mechanism for owners to vote to change management ifnot satisfied.

• Places a high value on the individual owner's right to be informed and be treated fairly. using good
communications and due process.

• Sets goals for quality maintenance which includes prompt, coW1eous service to residents.

• Standards for care and upkeep are based on the desires ofunit owners

• Keeps an open mind to all options; uses competitive bidding, always with the goals ofobtaining the best
ossible service at an affordable rice.

Reading and Group Discussion (15 minutes)

Explain that another distinguishing element ofassociation
management is a higher standard ofcare. This higher standard is
set into motion by each Executive Committee action ifthe
Committee follows fiduciary guidelines. To put it simply: When
given responsibility for someone else's property, take extra care in
decision-making. Distribute Handout #6 and ask participants to
read the scenario, and consider the question at the end. Explain
that after everyone has read it, we will discuss the answer to the
question.
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Handout #6

Have you ever had renovations or repairs completed in your
home by a relative or friend? Perhaps the work is done for pay,
or perhaps for free in the name offriendship or family. But
whether or not payment was involved, you probably made a
casual verbal agreement and didn't investigate other contractors,
which is typical in this situation. Ifall goes well, you probably
saved some money. Ofcourse, some risk is involved in making
casual agreements and in hiring family or friends. For example,
ifyou aren't satisfied with the work, you may end up spending
extra to re-do the job, or you may have to live with the
unsatisfactory results. It can be difficult to criticize the work of
friends or family (or worse, your spouse's family!) But these
are risks you have the right to take because it only affects your
home; no one else's property, money or quality oflife is
involved.

All that changes when you become an Executive Committee
member and a fiduciary. Higher standards must be used when
your decision will affect someone else's property.

Whereas things were handled more casually when having
renovations done to your unit, we learn that the Executive
Committee job is not a casual role. It has legal stature by virtue
ofbeing elected representatives. Committee members who
remain faithful to their duties as fiduciaries always use the
biiber standards for decision making. They include:

> using the test ofgood business judgment

> avoiding conflicts ofinterest

• > doing research and considering options before making
decisions

•

•

•

> avoiding risks.

QUESTION: If, instead, this story had been about an
Executive Committee making renovations to a condominium's
common areas what would the have done differentl ?

TRAINER'S NOTE: Use flip chart here.
After everyone has finished reading, ask for volunteers, and list on a
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flip chart the actions an Executive Committee would take, using a
hig.'ier ~Lamiard ofcare. The list should include:

• The Committee would draw up written specifications

• The Committee would consider two or three different
contractors

• The Committee would enter into a written contract to have
the work done.

• The Committee would not hire a relative or friend unless it
was disclosed to the owners ahead oftime, and the
relative/friend's bid compared favorably in all respects to
make it the best choice. Even then, a contract would.be
used.

Ask for questions to make sure everyone understands the concept
ofa higher standard ofcare.

Short Lecture and Wrap up (15 minutes)

Explain that another important concept in addition to setting higher
standards, is the use ofResults-Driven Management.

The Executive Committee uses this concept simply by "beginning
with the end in mind." Explain that for every effort, Executive
Committees set their sights on the goal first. They decide what they
want to achieve, and then how to get it done. They don't take their
eyes offthe goals, and they use their freedom ofchoice to find the
best path towards the goals. Show OH #3-3 to illustrate this.
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Imprclfed tMIlIgeIMIIt
n~nten8nce

PIlItection d the Aaacllticn's AIUt
El!1IcIive we d Condaminium F.-

OH #3-3(See larger duplicate version at.endofdocument)

__... End In Mnd__.....p,_........-....-.._-_...-........-..
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Explain that today's Slovak owners' association Executive
Committees exercise their right to choose and keep their options
open when it comes to management and maintenance services.
How do they do this?

•

•

Some associations in newly privatized buildings start by entering
into a new contractual relationship with the former management
company which requires the company to produce the results the
association seeks, including better housekeeping, more responsive
service to owners requests, and a higher standard ofmaintenance.
Then, ifthe company does not perform adequately, associations
seek those who can provide better service, and in the absence of
management companies, they find and hire individuals who will
work as on-site property managers, and can provide these services

3-12
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Session 3: Managing the Property: The Elements and the Options

with attentive and personalized management. This on-site property
manager is an employee ofthe association, and works at the
property full-time, supported by other employees, contractors, and
board volunteers. Sometimes, two separate associations will
"share" a good manager by entering into an arrangement where he
splits his time between the two properties.

Explain to participants that this is a viable management option many
Slovak owners' associations are choosing, and point out that a
sample ofa typical job description for an on-site property manager
is enclosed at the end ofthis session in their course book. Also
point out that an organization chart is also attached to show them
where a property manager would fit into the picture.

Mention that there are other options. In another fonn ofself
management, the Executive Committee acts as the on-site property
manager, using a combination ofpeople and services to get the
different management jobs done. Have participants turn to the
checklist at the end ofthis session in their course books, and point
out the different possibilities which can be considered for each task
in an association.

Point out that the overriding message ofthis session is not which
type ofmanagement is best for your association, but to exercise
your right to choose, and to keep an open mind to the options,
always keeping the end, the results you want, as your motivating
factor. Take any questions and end the session.
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a.

B.

Session 3: ManaginG the Property: The Elements tmd the 0pti01Z8

Duties and Reall0nsibjljties

The Property Manager is responsible for the on-site general
administration and physical operations ofthe property. The
Property Manager will provide direction to the on-site staff,
and assure that the management program is properly
executed. The Property Manager will be responsible for the
effective operation and cleanliness ofthe buildings; for
ensuring performance ofestablished preventive maintenance
programs ofthe buildings and equipment; for the hiring,
training, and supervision ofqualified, competent personnel;
and for the establishment ofexcellent relations with
residents.

The Property Manager reports to and answers to the
Executive Committee. The Property Manager is authorized
to operate within the confines ofthe approved budget.

Staff Supervisjon

•

•

1.

2.

Responsible for all job assignments, explanation of
employee duties and performance; informing and
educating operating staffon policies and procedures.

Periodically review employee performance, conduct
periodic employee critiques, and schedule training
programs as needed.

C. Facilities Inspection

•

•

•

•

1.

2.

3.

Conduct weekly inspections and submit a written
report ofthe buildings and grounds, noting any
property deficiencies, physical appearance ofthe
property, and deferred maintenance.

Inform the Executive Committee ofobserved
deferred maintenance and property deficiencies in
writing, noting specific locations, conditions, and
recommendations for corrective measures.

Inspect mechanical areas ofbuildings with particular
emphasis on the proper performance ofmaintenance,

3-14
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Session 3: Managing the Property: The Elements and the Options

to ensure the success ofth~ preventive maintenance
program.

4. Conduct daily inspections ofthe common areas of
the buildings and the grounds, and know work in
progress areas.

D. Vendor Contractor

1. Be responsible for the responsiveness ofvendors and
contractors providing services to the property and
report any problems to the Executive Committee.

2. Purchase the necessary supplies and replacement
items required for property operations and buildings
maintenance.

3. Supervise appropriate receipt and purchasing
records.

4. Approve all purchases under .
_______ (Slovak Crowns).

E. Public Relations

1. Issue move-in or welcome pac~ages to all new
residents (e.g., rules and regulations, bus routes,
school locations, church locations, current data
sheet ofthe Executive Committee, etc.).

2. Be responsible for the proper flow ofsuggestions,
grievances and inquiries to the Executive
Committee.

3. Utilize all possible communication outlets to keep
residents infonned as to developments within the
property. This would include such things as: (I)
utilizing a bulletin board; (2) writing letters to
individual residents and/or owners, whether
individually and collectively; (3) contacting all new
residents within seven days ofmove-in; and (4)
assisting the communications committee in
preparation ofmonthly newsletter.
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F. Administration - Record KeepiDa and CQrrespondence

• 1. Prepare and submit accurate and complete essential
reports, various data-input fonns, and other
required correspondence.

2. Monitor all maintenance records to ensure proper

• ooc~en~onmallmaintenance~p~~m

maintenance work accomplished. Ensure the proper
scheduling ofall required preventive maintenance.

3. Key control is the responsibility ofthe Property

• Manager. The Manager must maintain a key control
system which would provide for the proper security
and accessibility ofkeys. One critical part ofthis
control is the key sign out register.

• 4. Prepare a monthly management report for the
Executive Committee which should include, but not
be limited to, the following categories:

a. Financial

• b. Administration
c. Contracts
d. Maintenance
e. Personnel
f. Legal

• 5. Prepare and verify time records ofall employees for
payroll.

6. Organize all office operations.

• G. Service to IndividuaJ Residents

All service to residents must, without exception, be based
on the following priorities:

• 1. Emergency requests always come first. All other
requests are based on a first-in, first-out system.

2. Each request should be handled individually based

• upon the substance ofthe complaint or request.
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3. At no time, should any Manager allow himselfto
react to the personality ofthe person instead ofthe
merits ofthe complaint or the request.

3-17



•

•

•

•

•

•

•

Elects
Exec.
Cornm.

AppnM5
Charter

Amendments

Selecta
Auditing

Committee

committees
and IndMduaJ OWners

l'-- ~)

Session 3: Managing the ProperlY: The Elements andthe Options
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FISCAL

Auc8anent CoUection

Dc\inqucncy FoUow-up

Lien FiliDgs

ForeclOl1ll'C Proceedings

lDvoicc Approval

lDvoicc P.ymcnt
hyroU &:counting for On-SiteP_l

Financl.l Report Preparation

Tu Return Preparation

YCU'-eDcl Financial Report

Y0IMlIId Audit

Budget Preparation

RCICtVC Amlyais (Long-1'lDge plllllling)

Other

ADMINISTRATIVE/CLERICAL

Bxccutivc Commiuec Meeting AJtcncbncc

Special Meeting AJtcncbncc

AJmg,1 Meeting AiteDIbncc

Minute TJlDlCription. Committeeud AnnUlI Meetinga

AnnUlI Meeting ud Election Coordination

Reaidcnt Roster MaiDtcnucc

Records ud Files Maintcnucc

New Resident Orientation

Ncwwlettcr: .) Editing

b) 1)lping

c) Distribution

Speci.l MailiDga

Speci.l Photocopying

SpecificationlBid Prep.ration ud Coordination

Contract Awarding

Yc.rly Management Plu

Monthly Auoc. StatUI Report

Standard Operating Proccd\11'C8 Revicww

Periodic Inventory ofAun. Property

uRal (Attornev\ Liaison



•

•

•

•

••

•

•

•

•

•

•

Session 3: Managing the Property: The Elements and the Options

REsPoNSIBILITY
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M\lllicipality Liaison

Aftcr-hour ADswaiDg and Emc:rgency Aast. Service

Work Orden: Recording and Proccaing

RulCl and RcgulatiODS EufOl'CCll1Clrt

Gcucnl Corrapondcllce

HiringIFiringtSupervisiOll ofOn-titc PCIIOIIIIcl

Other:

BUILDING MAINTENANCE

Janitorial

PllDDbing, painting

MinorRpailWlaintcDancc

InspcctiOll ofoutIidc contractor pcd'lII1IIaDCC

Periodic buiJdingfamcuity inspcctiOll and report

Other:

GROUNDS MAINTENANCE

Landscape Maintenance

Street and Walk Sweep.

TJUh CollcdiOll

Snow Removal

1nIpc:cti0ll ofoulBidc Contract pctformance

Periodic Grounds JnspectiOll and Report

Other:

MISCELLANEOUS

Security IIsuc:s

JnformatiOll COIIccming LawlI and Onlinancca

Other:
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OH#3-1

SESSION OBJECTIVES

• Learn the unique elements inherent in association property
management - its much more than just maintenance!

• Learn to recognize the earmarks ofa higher standard of care
which is a trademark of condominium management

• Explore the options for obtaining the best possible property
management program for your association.
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Having a-Voice in Decisions

Taking Responsibility

Exercising Freedom ofChoice
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Session 4

Financial Management

Time: 2 hours, 25 minutes

GETTING STARTED (15 minutes)

1. Welcome participants back. Explain that the preparation
of an associationIS operating and reserve budgets and
developing and monitoring a comprehensive fmancial
management system may be the most important
responsibilities of an Executive Committee.

Review the session objectives (show OH #4-1).

OH#4-1

Session Objectives

• Learn the necessary steps for preparing the association's operating budget and
consider the benefits ofestablishing a capital reserves budget

• Learn what is included in an effective accounting system; the financial procedures and
recordkeeping.

• Discuss the uses for periodic financial reporting documents.

• Learn to develop an assessment collection policy

Explain that the most important financial tool any
association should begin with is the operating budget
Therefore, the operating budget procedures will be given
the greatest emphasis in this session. This is not to
minimize the importance of the other objectives listed
above, which will be covered extensively in written
materials provided herein.

Explain that many people may not immediately recognize
what would be included in a "fmancial management
system" for an association. Show participants the
components of such a system (OH #4-2).

OH#4-2

4-1
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A financial management system includes:

• A procedure for developing the association's operating and reserve budgets.

• Accounting systems, including hard copies of all records ledgers and books, or on
computer files.

• Financial procedures, including a system of checks and balances.

• Financial reports.

• • A system for addressing all tax issues.

• Assessment collection procedures.

• Policies for investing association funds.

•

•

•

•

•

•

•

• Periodic independent financial audits to evaluate the entire system for accuracy and
appropriate procedures.

Tell participants that unlike all other training sessions in
this course, this session will be taught in a more traditional
lecture format (with many opportunities to ask questions)
because the nature of the material is not conducive to the
interactive activity and role-play format, and adequate
time is needed to adequately cover each component of the
fmancial management system.

Ask participants what do they think the key benefits would
be if their association had in place and working all of these
systems? Take a few answers, and review the benefits on
OH#4-3.
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OH#4-3

Key Benefits to implementing a comprebensive financial system:

• It provides assurance that accurate historical information is maintained.

• It provides a mechanism for monitoring fmancial performance.

• It provides a system for minimizing loss due to inadvertent error or theft.

• It helps the board successfully fulfill its role as fiduciary.

• It gives the owners peace of mind that their investment is being handled in a
professional manner.

PREPARING AND APPROVING THE FINANCIAL PLAN
(1 hour, 10 minutes)

1. Explain that the financial plan is the budeet and all
acCOllJl,lanyine Pnmosed financial actions· Examples of
these actions will be provided a little later. Explain that
preparing a good fmancial plan can accomplish several
results. Show OH #44.

OH#4-4

1. Portrays the objectives of the condominium membership in fmancia! terms.

2. Reinforces owners' commitment to paying common charges.

3. Helps to obtain subsidies to which condominium owners are entitled.

4. Provides a basis for comparing results ofcondominium operations to the stated
objectives of the members.

2. Explain that we will now look at establishing the process
of preparing and approving the fmancial plan. The easiest
way to do this may be to answer the questions surrounding
the process.
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TRAINER'S NOTE: Ask the participants each ofthe
following questions, and give them a minute to volunteer
answers before providing the answers.

Who is entitled to milke comments on the financial plan
and approve it by vote?

All owners of residential mM! commercial condominium
units must be given a chance to comment on the financial
plan. Remind the participants that they need to keep in
mind who the owners are, because there may be different
types of owners from those who own and reside in a unit
For example, if the municipality owns some units, a
representative of the municipality has probably been
designated to vote and otherwise represent the
municipality's ownership interest This person would be
treated like any other owner and would be given notice of
any meetings where owners would be allowed to comment
on the fmancial plan.

Approval of the plan is the responsibility of the Executive
Committee, but the major component of the plan, the
budget, must be approved by a vote of the General
Assembly of the association in accordance with current
legislation, and the fmancial plan should not vary by more
than 10% from the approved budget Thus the unit owners
ultimately have control of the rmancial plan.

What perso1ls or entities do lIJl1. have the right to vote 011

the budget?

• • Residents and tenants living in residential units who
are not owners of the units.

•

•

•

• Individuals or companies using or leasing
commercial units who are not the owners of the
commercial unit

It should be mentioned that many non-owners who live
in or lease units have a sincere interest in the operations of
the association, and they may have valuable suggestions
and comments to offer. Management and the Executive
Committee should keep in mind that many of these people
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-have already shown an interest in the condominium
community by virtue of living or working there, and they
may become owners in the future.

Although non-owners may not be granted owner privileges,
the Executive Committee and management should take the
time to listen to residential and commercial tenants, in an
informal setting. if they offer comments.

Who shouldprepare the financilll plan?

Normally the rmancial plan is prepared by the Property
Manager. If the association has contracted with a person,
private company or a municipally-owned maintenance
company to.manage the property, they would prepare a
fmancial plan and present it to the Executive Committee
for review. If the association is managed by the Executive
Committee itself (paid staff or volunteer), then a sub
committee of the Committee would prepare the financial
plan and present it to the full Executive Committee.

The Executive Committee will analyze the proposed
fmancial plan, recommend changes ifnecessary, then
approve the fmancial plan.

At this point condominiums have taken two different
approaches. In some condominiums the Executive
Committee is required to present the entire fmancial plan to
the general meeting of owners for approval. Other
condominiums take the approach that the Executive
Committee has the power to adopt the fmancial plan
without approval of the owners.

There are arguments for both approaches.

Let us look at the pros and cons of each approach.

4-5
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When the Executive Committee is given the outhority to approve thefinancial p1lm:

Pros:
It will be a quicker process, ifno General Assembly is needed. Ifthe Executive Committee
has worked hard to understand the results the owners want and is sensitive to owners' capacity
and willingness to pay, then they do not really need to have the General Assembly approve the
financial plan.

Cons:
Owners will not feel as involved, and this may affect their level ofcooperation and support for
the Executive Committee's and management's projects.

When the General Assembly is given the outhority to approve the.financialp1lm:

Pros:
H the Executive Committee and management know that their financial plan will be scrutinized
by the General Assembly, there is a built-in incentive to do the best job possible.

The owners will feel involved in the process, which will promote cooperation and support of
the Executive Committee's and management's projects.

Cons:
The approval process will take longer. Owners should be given a copy of the fmancial plan in
advance, and then the General Assembly will need to be scheduled, announced and held.

Suggest that it is probably preferable at this stage in
Slovakia to have the General Assembly of owners approve
the proposed fmancial plan. (As owners become more
familiar with the process and more confident of the
Executive Committee's decision-making abilities, a
decision could always be made in the future to transfer the
approval process to the Executive Committee.)

Assuming the Executive Committee and management have
worked hard to put together a reasonable plan, and have
communicated often with the owners, some level of trust
and confidence in the Committee has already been created,
and the Committee need not fear a discussion of the
financial plan at the General Assembly. Building a
condominium democracy is going to be essential if there is
to be support for improving the property, and this would be
one good step in that direction.
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ESTABLISHING THE OBJECTIVES OF THE
CONDOMINIUM IN PREPARATION FOR DEVELOPING
THE FINANCIAL PLAN

Collect InjorllUltion from the Owners

Explain that an Executive Committee should first identify the
desired results and then develop an approach to achieve the results.
This is called strategic planning.

In order to know what the owners want, it is necessary to ask.
them, and listen to their answers. This could be done in a meeting,
but it is preferable to survey them individually, since people may
be influenced or intimidated by their neighbors when meeting
together. The Property Manager can help create the survey
questions with the Executive Committee. They should be
delivered to each door and owners should be allowed to answer the
survey anonymously, because they will be more honest in their
opinions if their identity is unknown.

Ask participants to look at a sample of such a survey which is
found on page of their course books. Give them a few minutes to
look at it, and ask what other questions they would include on a
survey of this type.
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Sample Survey in Preparation for Preparing the Financial Plan

Dear Unit Owner:

It is once again time to develop the Association's operating budget and financial plan for the coming
year. An important component of the budget process is to hear from the owners regarding what
components of the condominium association property andlor operations you would most like to see
improved, and what level of investment would you would be willing to make to achieve the results
you desire.

Please answer the following questions. You do not need to identify yourself in responding to this
survey. We appreciate your cooperation.

The Executive Committee

• 1.

*************************************************

What type of owner are you?

2. Do you occupy the unit or rent (lease) it to someone else?

•
Cl Residential

Cl Occupy

Cl Commercial

Cl Rent (lease)

Cl Other, please specify: _

3. In the coming year, what are the most important results you want for your grounds (attached territories)?
Please list them in order of importance.

Cl a little more

Cl a little more

o a little more

•

•

Number One Result _

Would you pay more to get this result?
Cl a lot more Cl some more

Number Two Result __--:- _

Would you pay more to get this result?
Cl a lot more 0 some more

Number Three Result _

Would you pay more to get this result?
Cl a lot more 0 some more

Cl no more

o no more

o nomore

• 4. In the coming year, what are the most important results you want for your building common areas (this
does not include your unitlflat)? Please list them in order of importance.

o a little more

•

•

Number One Result _
Would you pay more to get this result?
o a lot more Cl some more o nomore
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o a little more

CJ a little more

Number Two Result _

Would you pay more to get this result?
o a lot more 0 some more

Number Three Result _

Would you pay more to get this result?
o a lot more CJ some more

o nomore

CI no more

5. In the coming year. what are the most important results you want for your communal services (heat. hot
water. garbage collection. etc.)? Please list them in order of importance.

CJ a little more

CJ a little more

CJ a little more

Number One Result _

Would you pay more to get this result?
CJ a lot more CJ some more

Number Two Result _

Would you pay more to get this result?
CJ a lot more CJ some more

Number Three Result _

Would you pay more to get this result?
CJ a lot more CJ some more

CJ nomore

CJ nomore

CJ nomore

6. In the coming year. what are the most important results you want for this condominium? Please list them
in order of importance.

Cl a little more

Cl a little more

Cl a little more

Number One Result _

Would you pay more to get this result?
CJ a lot more CJ some more

Number Two Result ~---------
Would you pay more to get this result?
Cl a lot more Cl some more

Number Three Result _

Would you pay more to get this result?
o a lot more 0 some more

Please add any other comments or suggestions here:

Cl nomore

Cl nomore

CJ nomore
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CoUect Information About the Building

Explain that if strategic planning is to succeed, it is critically
important to document the environment for the desired results: it
is essential to document the physical condition of the elements of
the buildings and grounds. To do this, a survey of the property is
conducted to establish a baseline. The baseline becomes the
measure of what needs to be done and how well it is done. In
other words:

A baseline is a document which presents, represents
and identifies the existing components ofthe property
and their condition.

Explain to participants that they have already learned the basics of
preparing a baseline document Have them recall the
comprehensive baseline property inspection form from Session 5,
"Facilities Maintenance." Take a minute, and have them tum to
page 5-10 in their coursebooks of that session to look at the
inspection checklist

Point out that it is necessary to organize the information they will
be collecting. One logical and common structure used by
condominiums is as follows (show OH #4-5):
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OH#4-5

Organizing Information Collected for a Baseline

Use six possible categories:

1. Grounds (includes turf, plantings, improvements to grounds such as paved areas,
playgrounds, exterior furniture, etc.).

2. Building exteriors (including roofs, walls, windows, doors and foundations).

3. Building interior common areas (including public area heating, ventilation and any air
conditioning systems, fire protection, communal service pipes, conduits and equipment,
lighting, signage, plumbing, etc.).

4. Residential units owned by the association (if applicable).

5. Commercial units owned by the association (if applicable).

6. Any pipes, conduit or other equipment for communal services which pass through
privately owned units but which serve other units and are maintained by the association.

Explain to participants that a baseline model would include the
following information (show OH #4-6):

OH#4-6

Item Cate 0

Explain that some critical decisions need to be made before the
survey is done.

1. How many categories should be used? How detailed should
the baseline be?

It is best to keep the baseline fairly simple, but each year or
each time a repair or service is made to any component on
the property, it should be added to the plan. Thus, for the

. example below, category !!entry,!! in the beginning you might
just have the following:
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OH#4-7

Item Cate2:ocy Type Quantity Estimated Age Condition

Entrv

Entry Doors Wood & Glass 1 double door 25.00 ReDlace

SteDs Concrete 2 square meters 25.00 Poor

However, if the condominium owners' association adds a security
system and lighting and replaces the entry doors, the baseline
model would be revised as follows:

OH#4-8

Item Catel!orv Type Quantity Estimated Age Condition

Entrv

EntrvDoors Steel & Glass 1 double door 1.00 Excellent

SteDs Concrete 2 SQuare meters 25.00 Poor

Security System Intercom 1 1.00 Excellent

EntrvLh!ht Incandescent 1 1.00 Excellent

Point out to the participants that the baseline model will become
quite detailed, notwithstanding the desire to keep it simple.
Condominium associations must pick and choose categories
appropriate for them and adopt a level of detail that works best for
them.

Review with participants the answers to some important questions
they may have in creating their condominium's baseline model.

TRAINER'S NOTE: Read the questions out loud and give
participants a few moments to offer possible answers before giving
them the answers.
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2. How accurate should the quantities be?

It is generally a good rule that the quantity estimates for areas and
lengths should be within 15% of actual. The more important or
expensive the item is, the more accurate the estimates should be.
For these, try to stay within 10%. For may items such as
emergency lights or elevators, the count can be 100% accurate.

3. H I do not know the age of the equipment, what do I use?

You will have the age of the building from the technical
information of the building, so, ifyou think an element has
not been replaced since the time of construction, then you
should use that age. Otherwise make the best estimate, or
indicate "Not Available" or "Unknown."

4. Why do I need to know the age of the component?

The age can be a guideline to help estimate when you might
have to replace the item based on the experience of others.

5. How can we agree on the condition?

This is an important question. H possible, there should be a
common definition of the terminology for physical
conditions to reduce the possibility for different persons to
interpret the actual condition differently. There are two ways
to agree on definitions. One way is to have a written
definition with several examples. Here are sample
definitions of "repair" and "replace":

Repair: To restore to a sound and acceptable state of operation
and appearance which will last as long as a new item over the
same period of time when compared with the annual cost of
replacement.

Replace: To remove an existing item and to construct or install a
similar, new item as the existing one, when the existing item
cannot be repaired or it is fmancially uneconomic to make a repair.
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• Another way to agree on the condition is to have a group inspect
the property together and negotiate by consensus the descriptions
of the elements and their conditions.

6. What categories of conditions should I use?

• Generally it is good to use about four and to defme them.
Here is a good example (show OH #4-9):

•

•

•

•

•

•

•

•

OH#4-9

Replace: When a component cannot be repaired or it is uneconomical to make repairs.

Poor: It needs a lot of repairs and is very close to needing to be replaced.

Average: It needs some repairs

Excellent: It is either new or needs no repairs.

Break. 10 minutes.

Estimate the Cost ofAU Repairs and Replacements

Although this is a difficult task, if it is approached seriously, it will
help the manager and the Executive Committee make the right
fmancial planning decisions. Mter completing a comprehensive
baseline model, the Committee and the manager will be ready to
prepare an estimate of the cost for correcting the deficiencies of all
components by estimating repair and replacement costs. There are
basically two ways to estimate these repair and replacement costs:

1. Estimate the materials, labor skills, labor hours and
equipment needed to make the repair or replacement

2. Secure a quotation from a private contractor.
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Prioritize the Repairs and Replacements

You should get input from three areas which will help you set
priorities:

1. From the Owner Survey. and the input of the manager and
Executive Committee. there will be a list of desired results in
some order of importance.

2. From the Baseline Model, there will be a list of deficiencies
which stand in the path of securing the desired results. Most
of these can be matched up with the lists of desired results.

3. The cost estimates will help you prioritize, particularly if the
association does not have sufficient funds to achieve some of
the desired results.

Estimate the Total Cost 0/AU Property Services

In addition to estimating future repair and replacement costs. all
other property service costs must be estimated. to include:

• Maintenance of the Grounds,

• Cleaning of Common Areas,

• Preventive Maintenance of Equipment,

• Trash Removal, etc.

Refer participants to page 4-12 of their coursebooks (the paragraph
entitled "Step 5: Estimate the Total Cost ofaU Property
Services ''). Refer them to the chart in this section.

Point out that this chart records for every element on the property
baseline the following information:

• The type of service.

• Frequency and level of effort required,

• Equipment needed,
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• Minimum skill needed,

• Materials needed.

Remind participants of the two ways to estimate costs:
(1) Calculate cost of materials, labor hours and equipment needed
for each service; or (2) get quotations from reliable contractors.
Deciding who perfonns the service and the frequency of some
services, such as elevator maintenance, may be governed by
legislation or government regulations.

Collect Info17lUltion About the Fi1Ulnces

Refer participants to page 4-13 of their coursebooks entitled "Step
6: Collect Information About the Finances." Explain that
strategic planing will depend on knowing what resources are
available. Explain that many times the Executive Committee will
decide that some extensive improvements are needed, but the
owners cannot afford the improvement at the present time. In this
case, the Committee will want to establish a capital improvement
fund.

Give the participants a few minutes to read under Step 6 the three
options an Executive Committee has to establish this fund
(summarized below):

(1) postpone the repair for five years so long as there will be no
consequential damages to the property, and increase fees or
reduce expenses so that a surplus can be invested to bring a
return greater than inflation;

(2) make the repair immediately because damages will occur if it
is not done; charge the owners with a special assessment to
pay for it; or

(3) make the repair immediately. The Executive Committee
borrows the money and has every owner sign for the loan
and agree to pay their share of the loan payments.

Ask participants if they know of other reasonable options.
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DEVELOP A DRAFT FINANCIAL PLAN (THE BUDGET)

Refer participants to page 4-40 in their coursebooks which is a
Sample Chart of General Ledger Accounts (at the back of this
session in their course books). Point out the many accounting and
budget categories which an association might use in establishing the
budget, and explain that there are many more listed in this sample
than a condomini~ may use. Additional categories could be
added and some deleted which do not apply to some
condominiums.

Point out that it is important to consider every applicable category
when creating a budget so that no expenses are inadvertently
overlooked. Explain that the budget categories are known as the
chart of accounts

Have participants read at the last two paragraphs under Stage 3,
Step 1, on.page 4-16 of their coursebooks. These paragraphs
explain the difference between a financial plan and a budget
Make sure participants understand the difference, allowing for
questions. .

Once a personalized list of budget categories has been compiled
for a particular condominium, the estimated expenses, which
would bring about the desired results, should be listed beside each
budget category or item. It is best to start with how much it would
cost to reach desired results, and then reduce the planned
expenditures based on the resource constraints by setting priorities
with the funds are available. It will be better to have a first draft
budget that would show owners how much it would cost to get all
desired results, so owners can understand the process the
Executive Committee went through when it decided to postpone
some repairs or improvements.

Explain that it is important to include in the draft budget detailed
information to explain how each amount listed under income and
expenditures was calculated or estimated.

Ask participants to look at a sample of this detail, usually called
"supporting documentation" found on page 4-17 of their course
books. Read a few of the budget items to demonstrate the detail
provided.
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Explain that after listing all expenses for each category in the
budget. all income should be listed, and there should also be
supporting documentation to explain how the figures were
calculated. Refer participants to page 4-19 of their coursebooks
entitled "Step 3: Draft the Initial Budget Income Amounts
including Supporting Details".

Explain that the steps are as follows:

1. Enter last year's condominium assessment income, hoping
that it will be enough to cover the proposed expenses for the
new budget

2. Adjust it by the inflation factors so that members will be
paying the same amount in real terms as last year.

3. Calculate the difference between income and expenses and
adjust the condominium fees to meet the proposed expenses.

Explain that. after taking these steps, the Executive Committee can
look at the percentage difference between the old total income

- amount and the new adjusted one which meets the new expenses,
and they can tell the percentage amount the condominium fees will
increase. Now the Committee can see the impact on the owners
and decide whether they can afford the increase or whether they
need to reduce expenses.

Explain that the budget may be redrafted several times by the
Executive Committee before a consensus is reached on a draft
budget to present to the owners.

It is critical to go through this process and keep the earlier drafts of
the budget When owners at the General Assembly ask why
certain repairs are not in the new budget. the Executive Committee
and management will be able to explain how the repair was
considered in the initial draft, but postponed in order to keep the
percentage increase in condominium fees as low as possible.
When the Executive Committee can show the owners what their
condominium fee would have been if there had not been further
scrutiny, owners will be much more understanding and
appreciative of the hard work done by the Committee.
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DEVELOP THE FINANCIAL PLAN

Have participants read "Stage 4: Develop a Financial Plan" on
page 4-22 of their coursebooks. .

Explain that the financial plan is the budget and all other proposed
actions. Have them review the example given in this section and
point out that in this case the proposed fmanciaI action in addition
to the budget is a plan to assist the three owners who may not be
able to afford the fee increase. Further, the Committee has
concluded that the association can afford to replace eight exterior
doors and make major repairs to two ofthe four elevators during
the coming year without depleting the Capital Repair Fund.
Repairs·to the remaining elevators will be deferred to the following
year.

Summarized what has been learned about preparing the fmancial
plan and budget by asking the following questions:
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What we have learned:

Who prepares the financial plan?

Generally the Property Manager or the Executive Committee. Ifa self-managed
condominium, the Executive Committee may appoint a subcommittee to develop the plan.

Who is entitled to make comments on the financial plan and approve it and the budget?

All owners must be given the opportunity to comment on the financial plan. It is
recommended that the General Assembly adopt the budget, and it is recommended that the
General Assembly also vote to adopt the financial plan which includes the budget

What are the procedures for preparing the financial plan?

• Collect information from owners on what they want and what they are willing to pay to
get their desired results.

• Estimate the cost of all repairs and replacements.

•

•

•

•

Develop a baseline model on all components of the building which the association is
responsible for maintaining, including the condition and any needed repairs.

Prioritize these repairs and replacements.

• Estimate the cost of all other property services.

•
• Calculate what funds are available to pay for the expenses (last year's income with

inflation factored in).

• Develop a financial plan and draft budget which would meet all desired results.

• Calculate the shortfall between available funds and the total proposed budget expenses.

• • Increase the condominium fees to meet the shortfall and seek what impact this will have
on owners.

•

•

•

• Make judgements on what repairs and replacements can be safely postponed and redraft
the budget as necessary to result in no increase in condominium fees or an increase that
owners can afford.
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Take any fmal questions, and explain that we will now move on to
take a look at what accounting systems and fmancial procedures
condominium associations use.

ACCOUNTING SYSTEMS AND FINANCIAL
PROCEDURES (1 hour)

Use OH #4-10 to explain why property accounting systems are
necessary.

OH#4-l0

Proper accounting systems and fmancial procedures are necessary in order to assure that:

• funds are adequately protected,

• appropriate and necessary records are maintained; and

• summary information adequately reflects the financial condition of the property.

Remind participants that they are already familiar with one
element of the accounting system--the chart of accounts.

Explain that although the Executive Committee may delegate to
the Property Manager the authority to maintain a financial
management system, it is the Committee's responsibility to see that
the system is adequate and appropriate to the situation and to the
protection of the association's funds. A good workable accounting
system and financial procedures will assure that the Executive
Committee has adequate information on its periodic fmancial
reports about the current financial condition ofthe association and
good historic information to use as a basis for subsequent budgets.
A proper system of internal controls for handling association funds
will protect those assets against inadvertent or deliberate loss.
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Accounting Systems

Explain the main goal of a good accounting system is to keep
RELIABLE INFORMATION to know what the association's
financial status is, and for budget preparation.

Explain that the components of an accounting system include:

•

•

1. A Chart of Accounts

A systematic array of categories for the maintenance of
fmancial data and infonnation. This list of accounts may be
done on a line item basis with each major income or expense
category listed separately. Another option is to lump
together into one account all expenses related to that
particular project, such as Snow Removal Expenses, Lawn
Maintenance Service, Lighting. The words describing the
accounts must contain sufficient detail to support summary
information in fmancial reports. A sample chart of accounts
is enclosed at the end of this session.

•

•

•

•

•

•

2. ·LedWS. Books. Records. Files

These are the hard copy records of fmancial transactions of
the association which give support to the data reflected in the
chart of accounts. They can be maintained in the traditional
hard copy fashion with accounting books, ledgers, vouchers,
etc., or these same types of reports, ledgers and journals can
be maintained through a computer system. However, the
rues should reflect the hard copy backup of originals and
support for all transactions.

Ask participants to remember that no matter what design or style
or format their accounting system takes, they should make sure it
has the two following components (show OH #4-11):
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OH#4-11

Consistency and Accuracy -The primary goal of any accounting system is to achieve an
accurate and consistent recordation of information on financial transactions. Failure to
achieve these goals will result in inadequate and unreliable fmancial reports and poor
historical data for future budget preparation.

Good Narrative Descriptions-The chart of accounts and the accounting records, ledgers,
files and systems must be supported by a narrative description of the purpose and utilization
ofeach component. This is particularly important with the chart of accounts in order to
achieve consistency. The Executive Committee must see that a narrative description ofeach
of the accounts and the information to be stored is prepared.

Financial Procedures

Explain that the primary goal of good financial procedures is
INTERNAL CONTROL.

Ask participants for examples of situations in which they have
seen potential for losses which could have been prevented by a
better system of control. Ask for systems which have worked for
their associations to track income and expenses.

Explain that internal control is a system ofchecks and balances to
minimize risk ofe"on and losses resultingfrom honest mistakes
as weU as theft. The optimal level of internal control would be
one in which no one person has responsibility or access to more
than one function of financial operations. Though this is not
achievable in most association situations, some level of that
control can be accomplished in each of the major financial
functions of the association.

Ask participants to look at pages 4-24 - 4-27 of their coursebooks,
numbers 1 - 4 under Financial Procedures, as you point out the
key components to good fmancial procedures for tracking Income
Receipts, Accounts Receivable, Expenses, Cash Disbursements
and Accounts Payable, Fixed Assets and the General Ledger and
Supporting documents. Touch briefly on each item. Ask
participants to name some fixed assets in their condominium.
Have participants look at the sample chart of general ledger
accounts in the back of this session in their coursebooks.
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FINANCIAL REPORTS AND STATEMENTS

Explain that now we will move on to specific periodic financial
statements, provide a summary of transactions and rmancial
condition of the association and permit an assessment of the
progress achieved against an approved budget

Periodic financial reports are the primary tool utilized by the
Executive Committee during the course of a year to monitor
performance and guide mid-year decision and adjustments.

Point out the key components to each report. Show OH#4-12.

OH#4-12

Balance Sheet StIltements -

Give the association's financial condition at any given point in time.

Compare the association's assets~ less its liabilities or debts, and results in a net worth or
member's equity.

Portray what would happen if the association were dissolved as of the date of the balance
sheet (what members equity would be available for distribution after assets were liquidated
and all debtslliabHities paid).

Asset accounts on a balance sheet include cash in the association's account, all accounts
receivable, the face value of investmentvebicles~an~prellaiaexpensessuch-3Staxes paid in
advance. fixed assets as explained above, and any other assets.

Liability accounts on the balance sheet include accounts payable, short or long term debts.
accrued salaries, withholding taxes, and any other liabilities.

Income Statements - Explain that the income statement provides
information about how well the association operation is going in
comparison to the current budget, by summarizing all income and
expenses during the current budget cycle.

Stress that this statement is probably the most important
management report for the Executive Committee and management
in assessing progress and potential trouble spots as compared to
the developed and approved budget and operations plan.
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The typical income statement shows current month income and
expenses compared to current month budgeted income and
expenses as well as a comparison of year-to-date actual experience
to year-to-date budgeted experience. It is also helpful if the
statement shows the percentage deviation from budget for both the
cutTent month and year-to-date.

The accounts reflected in the income statement are the major
accounts for activities of the association as reflected in the chart of
accounts developed earlier.

GETTING PROFESSIONAL HELP IN MANAGING
FINANCIAL MAnERS

Ask participants for financial issues where they feel a professional
accountant or tax attorney would be needed to make sure they
handled things properly.

The issues they will probably mention are the payment of taxes
and safe investment of the association's funds. With the
complexities of tax laws, and new rulings and regulations, explain
that associations should seek competent professional accountants
to assist them in these procedures. With the quickly changing
fmancial scene in Slovakia, an experienced and well-versed
accountant can be on the lookout for the most advantageous
handling of association's financial affairs and corporate status, as
well as protect the association from legal consequences by insuring
that the books are kept in a proper fashion.

The Independent Financial Audit

Point out that the Executive Committee is handling the members'
funds and an independent review of the manner in which those
funds are handled and reported gives protection to the Executive
Committee, management and owners. It can assure them that
appropriate fmancial procedures are in place and the financial
statements accurately portray the fmancial condition of the
association.
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Explain how the independent audit is performed as follows:

A party, independent to the ongoing fmancial operation reviews
procedures in place and renders an opinion as to the adequacy of
those procedures in protecting funds and producing accurate
financial reports. He produces a fmancial report to compare
against the association generated report to identify significant
differences or mistakes. This independent audit is not intended to
have as its direct purpose to find fraud or theft, but it does so only
as a byproduct of the audit if such dishonesty exists.

The independent audit shoul;d be conducted at the end of a fiscal
year and upon any significant change in operating conditions, such
as when the developer transfers control of financial operations to
the owners, as in the case ofa newly constructed condominium.

Investment Policy

Suggest that the Executive Committee should also establish a
written policy statement for handling all association funds,
including savings. This policy should focus on the important
responsibilities of protecting the investments of the association
against the loss of principle while endeavoring to optimize the
investment income returned to the association.

Although investment options are not plentiful iil Slovakia at the
present, it should be clear that investment in risky ventures, even
when recommended in a misguided effort to help the association's
funds grow, should be considered imprudent, and should be
specifically prohibited in the investment policy statement. A
savvy and trustworthy investment counselor will be aware of the
latest offerings of fmancial institutions which may be a safe
investment vehicle for associations.
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DEVELOPING ASSESSMENT COLLECTION POLICIES
AND PROCEDURES

Explain that association Executive Committees must make a good
faith effort to collect delinquent assessments from homeowners.

Explain that a team approach to collections usually works well.
The team includes the Property Manager and the association's
attorney, in addition to the Executive Committee. Explain that,
when efforts by the manager do not work:, the attorney may end up
riling a lawsuit in court. Explain that condominium associations in
Slovakia are just beginning to take these cases to court. Municipal
court judges may be somewhat unfamiliar with an association's
legislative authority to assess and collect fees, but case history is
being made on this subject, and courts have awarded judgements
to associations.

Point out that there is more material in their course books which
will go into greater detail about this issue, but that you would like
to discuss two key concepts: (1) using communications to keep
delinquencies low; and (2) the components of a collection policy
and procedure.

Review the following communication tips for delinquency
collections (explain that these tips are on page 4-33 of their
coursebooks). Take any questions. .
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Communication Tips for Keeping Delinquencies to a Minimum

•
•

•

Develop an effective collection policy and procedure, and give the owners an
opportunity to comment on it before it is adopted.

Post or send notices to owners well in advance of the meeting where the budget will be
approved.

•

•

•

•

•

•

•

•

• Give owners notice oflarge or unanticipated expenses, even before the expense is
incurred, ifpossible. The community newsletter is a good place to do this.

• Provide new owners with orientation material to acquaint them with their obligations
regarding payment due dates, amount, and the association's collection policy.

• When appropriate, the Property Manager may use direct communication, on the phone
or in person. with a delinquent owner to discuss collection of assessments. This
personal form of communication is effective in certain conditions.

• All correspondence related to collections, whether it is a first friendly reminder, demand
letter. or notice of legal action, should be written in a business-like professional style,
and include all information the owner will need to understand why, how much, how and
when the assessment should be paid. and what the consequences may be for continued
non -payment

Now, explain that you would like to look at what an effective
collections policy would include. The following is an example of
one association's policy (page 4-34 in participants' course books).
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DeUnquent Assessments CoUection Polic:y, COIldominium Association
Adopted on _

WHEREAS, Artide--, Section_ of the Association Agreement of Condominium
Association states that the Executive Committee shaD have the powers and duties necessary for the
administration of the affairs of the Association; and

WHEREAS, Artide--, Sec:tion_ of the Association Agreement establishes the obligation of the unit
owner to pay the share ofestimated expenses, based upon the adopted budget and proportionate to his
respective percentage interest on the first of each month; and

WHEREAS, Artide--, Section_ofthe Association Agreement authorizes the Executive Committee
to take prompt action to coUect any assessment due from any owner which remains unpaid for more than
10 days from due date, and further states that the Executive Committee may impose a rmancial penalty;
and

WHEREAS, there bl a need to establish procedures and policies for the coUection ofdelinquent
assessments; and

WHEREAS. it bl the intent of the Executive Committee to establish the policies and procedures for
the coUection of delinquent assessments;

NOW, THEREFORE, BE IT RESOLVED THAT the foUowing administrative policies and
procedures be adopted:

1. Any assessment payment not received at by the ftrst of the month sball be
termed delinquent. Owners may not withhold payment of assessments due to dissatisfaction with
association services.

2. A late fee of__sball be levied against the delinquent owner as of the 15th day of the month.

3. Management shall contact the delinquent owner as of the 15th day of the month. by band-delivered
notice or pbone call.

4. A certified letter sball be sent to all delinquent owners as of the 30th day of the month stating that if
the account is not paid in full within 15 days. the account will be forwarded to the Association's
attorney for legal collection action.

5. The attorney will contact the delinquent owner regarding the intent to me suit in municipal court to
obtain a judgement in an amount whicb will include the delinquent assessments due, interest at a
rate of__%, late fees, costs of attorney's fees. as well as other fees to be pursued.

6. The attorney will file suit (as explained above in #5) by the 90th day on all delinquent owners.

7. All owners wbo remain delinquent after 90 days will lose the following association membership
privileges:, : -' '

8. Any fees paid sball be applied to the oldest outstanding debt ftrst.
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Review the policy and answer any questions.

Then explain that there are several approaches to designing letters
sent when an owner first becomes delinquent. The following are
three such notices, which might follow each other if, after the
friendly reminder is sent the assessment is still not received. Have
participants look at pages 4-35 - 4-37 in their coursebooks for the
three sample letters.

FRIENDLY REMINDER NOTICE

•
Date: ---------
Dear Unit Owner:

Regarding Unit No.: _

•

•

•

•

•

•

We have not received the condominium assessment for the above-referenced unit for this
month. You have an excellent payment record and we normally receive your payment prior
to the late charge date. Please check your records, and ifyou have paid, please call
____ so we can correct any errors and locate the payment

If you have overlooked or forgotten to pay, please remit payment in the self-addressed
enclosed enveloped before the last day of this month.

Thank you for your cooperation.

The Management

Payments may be made in person at the following address:

4-30 ~
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IMPORTANT NOTICE

Date: -----------
Dear Owner:

Unit No.: _

Please note the delinquent balance on your condominium fee account If you have sent this
amount in the last few days, please disregard this notice. The Condominium Association
cannot meet its fmancial obligations unless all unit owners pay their fees in a timely manner.
The Executive Committee has instructed us to refer your account to the Association's
attorney if the delinquent assessments are not paid within ten (10) days of this notice. To
avoid further collection actions please remit the balance due immediately in the self
addressed envelope provided. In the event your account is refened to legal counsel, you will
also become responsible for legal and collection costs incuned. If the amount in question
does not agree with your records, please call _

Total Condominium Assessments Due:

Total Late Fees Due:

Regards,

The Management

Payments may be made in person at the following address:
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Late Payment Notice

•
Date: ----------

Dear .

RE Unit No.: _

•

•

•

•

•

•

•

•

In accordance with Article_, Section_ of the Condominium's Association Agreement, and
the Association's Approved Assessments Collection Policy, all payments not received by the
due date are subject to a late fee in the amount of__ and an interest charge of the unpaid
balance at an annual percentage rate of_%.

Our records show that your monthly assessment for the month(s) of , has
not been paid. Therefore, the late fees and interest as described above have been assessed
against your account The total due now is _

As an owner in Condominium Association you have a legal obligation to pay
the assessment on or before the first of each month. The Executive Committee is required to
collect the assessments from owners, and to take firm legal steps as necessary with
delinquent owners.

Please submit your payment for the balance due no later than to avoid legal
action and the additional expense of legal fees on your account

Sincerely,

The Management

Please remit your payment to (address):
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Explain that any collections policy should not be so restrictive as
to prohibit the Executive Committee from allowing owners to
make payment arrangements to bring their account up to date,
when the Committee detennines that the circumstances warrant it

Explain that after an account is referred to the attorney, there is
some proper protocol to follow, and this is explained further in
their course books but does not need to be covered in this session.

Wrapping up collection policies and procedures, explain that is the
association leadership's obligation to understand and effectively
utilize any remedies available in developing and enforcing
uniformly an assessment collections policy to ensure the fmancial
health of the association. Although legal actions are sometimes
necessary, good communications, consistent enforcement and good
follow-up by the Property Manager will help keep serious
delinquencies to a minimum.

WRAP UP OF THE SESSION

Take any final questions and end the session.
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OH#4-1

Session Objectives

• Learn the necessary steps for preparing the association's
operating budget and consider the benefits of
establishing a capital reserves budget.

• Learn what is included in an effective accounting
system; the fmancial procedures and recordkeeping.

• Discuss the uses for periodic fmancial reporting
documents.

• Learn to develop an assessment collection policy



OH#4-2

A financial management system includes:

• A procedure for developing the association's operating
and reserve budgets.

• Accounting systems, including hard copies of all records
ledgers and books, or on computer files.

• Financial procedures, including a system of checks and
balances.

• Financial reports.

• A system for addressing all tax issues.

• Assessment collection procedures.

• Policies for investing association funds.

• Periodic independent financial audits to evaluate the
entire system for accuracy and appropriate procedures.
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OH#4-3

• Key Benefits to implementing a comprehensive financial
system:

•

•

•

•

•

•

•

•

•

• It provides assurance that accurate historical information
is maintained.

• It provides a mechanism for monitoring financial
performance.

• It provides a system for minimizing loss due to
inadvertent error or theft.

• It helps the Executive Committee successfully fulfill its
role as fiduciary.

• It gives the owners peace of mind that their investment is
being handled in a professional manner.



OH#4-4

1. Portrays the objectives of the condominium membership
in fmancial terms.

2. Reinforces owners' commitment to paying common
charges.

3. Helps to obtain subsidies to which condominium owners
are entitled.

4. Provides a basis for comparing results of condominium
operations to the stated objectives of the members.
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OH#4-5

Organizing Information Collected for a Baseline

Use six possible categories:

1. Grounds (includes turf, plantings, improvements to
grounds such as paved areas, playgrounds, exterior

. furniture, etc.).

2. Building exteriors (including roofs, walls, windows,
doors and foundations).

3. Building interior common areas (including public area
heating, ventilation and any air conditioning systems,
fIre protection, communal service pipes, conduits and
equipment, lighting, signage, plumbing, etc.).

4. Residential units owned by the association (if
applicable).

5. Commercial units owned by the association (if
applicable).

6. Any pipes, conduit or other equipment for communal
services which pass through privately owned units but
which serve other units and are maintained by the

• association.

•

•
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Item Estimated
Category Type Quantity Age Condition

lor
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'OH#4-7

Estimated
Item Category Type Quantity Age Condition

Entry

Entry Doors Wood & 1 double 25.00 Replace
Glass door

Steps Concrete 2 square 25.00 Poor
- meters
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Item Estimated
Category Type Quantity Age Condition

Entry

Entry Steel & Glass 1 double 1.00 Excellent
Doors door

Steps Concrete 2 square 25.00 Poor
meters

Security Intercom 1 1.00 Excellent
System

Trees Silver Birch 5.00 1.00 Excellent

Entry Light Incandescent 1 1.00 Excellent

Ilf
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OH#4-9

Replace: When a component cannot be repaired or it is
uneconomical to make repairs.

Poor: It needs a lot of repairs and is very close to
needing to be replaced.

Average: It needs some repairs

Excellent: It is either new or needs no repairs.

(!1v
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Proper accounting systems and financial procedures are
necessary in order to assure that:

• funds are adequately protected,

• appropriate and necessary records are maintained; and

• summary information adequately reflects the fmancial
condition of the property.

/I~
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OH#4-11

Consistency and Accuracy -- The primary goal of any
accounting system is to achieve an accurate and consistent
recordation of information on financial transactions. Failure
to achieve these goals will result in inadequate and unreliable
fmancial reports and poor historical data for future budget
preparation.

Good Narrative Descriptions -- The chart of accounts and
the accounting records, ledgers, files and systems must be
supported by a narrative description of the purpose and
utilization of each component. This is particularly important
with the chart of accounts in order to achieve consistency.
The board must see that a narrative description of each of the
accounts and the information to be stored is prepared.



OH#4-12

Balance Sheet Statements -

Give the association's financial condition at any given point
in time.

Compare the association's assets, less its liabilities or debts,
.and results in a net worth or member's equity.

Portray what would happen if the association were dissolved
as of the date of the balance sheet (what members equity
would be available for distribution after assets were
liquidated 'and all debtslliabilities paid).

Asset accounts on a balance sheet include cash in the
association's account, all accounts receivable, the face value
of investment, vehicles, any prepaid expenses such as taxes
paid in advance, fIXed assets as explained above, and any
other assets.

Liability accounts on the balance sheet include accounts
payable, short or long term debts, accrued salaries,
withholding taxes, and any other liabilities.
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Faellities Maintenance
(Part One ofa Two Part Session)

Time: 2 hours, 5 minutes (Part One)

GETTING STARTED (5 minutes)

• Define the different types ofmaintenance.

•

•

•

•

•

•

1.

2.

•

•

Welcome participants back and briefly explain that this
session is about exercising the right of every association to
decide the standards owners want for the maintenance and
upkeep of their building.

Explain that, while some associations will continue to use
the services of the current management fmn, others will
seek the services of persons or new companies. Whoever
performs the work will follow the standards the association
sets. Another session in this course will deal with Who is
the best choice to perfonn the work. This session will help
you develop the standards and procedures for maintenance
suited to your association's particular needs.

Review the Session Objectives. Show OH #5-1. Read
aloud.

OH#5-1

Session Objectives

Review the obligations and benefits of a good maintenance
program.

Clarify maintenance responsibilities ofowners and the
association.

• Learn how to determine satisfactory levels of service.

•

•

•

• Outline the steps necessary to develop a comprehensive
maintenance program.

Objectives in detail: (These are located on page 5-1 in
participants' course books.)

5A-I
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Review and discuss the obligations and benefits of a
good maintenance prograni..

• Define the different types of maintenance to be
expected in an association situation.

• Learn how to clarify responsibilities for
maintenance of Units, General Common Areas and
Limited Common Elements.

• Outline the basic steps to take in designing a
comprehensive maintenance program; finding
satisfactory levels of service.

• Tie all the above together and create the basis for a
maintenance program.

ASSOCIATION OBLIGATIONS AND EXPECTATIONS

1. Paired Discussion (15 minutes total for all situations)

Explain that before moving more deeply into the content of
this session we want to first explore obligations and
expectations of the association.

TRAINER'S NOTE: The following four-situations are
designed to demonstrate four different perspectives from
which an association Executive Committee has an
obligation to properly maintain common areas. They are:
1.) the Association Agreement mandates it; 2.) the
committee must use Good Business Judgement when
spending association funds,· 3.) the Executive Committee
should strive to meet owners' quality oflife expectations.
considering safety, com/ort, and health; and 4.) there is a
commitment to enhance and improve the property,· not just
maintain it at its current level.

Ask all of the participants to play the role of a
non-executive committee member condominium owner as
they consider the following fOUf situations. Read aloud
and show Situation #1 - OH #5-2.

OH#5-2

5A-2
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Situation #1: You have read the Association Agreement for your
condominium which states that the association's Executive
Committee has the responsibility to "maintain, preserve and enhance
the common areas which are jointly owned by all members." You
begin to consider what this responsibility really means, and you take
a walk around your building to see what needs to be maintained.

Consider the common areas of the building you live in. What four
or five specific things would you expect the Executive Committee to
address as top priorities to receive better maintenance or repair? On
what basis do you consider them to be a priority?

Now tell participants to turn to the person next to them and
discuss this situation. They should decide what they would
expect from the association. They should come up with a
list between the two of them of the maintenance, repairs or
needed improvements which they feel should be a top
priority. Tell them to be prepared to share their list with
the larger group.

Give participants a few minutes to discuss the situation.

TRAINER'S NOTE: Use flip chart here.

Take a few examples from the pairs regarding their
suggested maintenance priorities. List them on the flip
chart so that everyone can see them. After taking a few
examples, stress the point that owners expect the Executive
Committee to be aware of needed repairs, to follow the
mandate given to it in the Association Agreement, and to
develop a plan to make the repairs.

Repeat the same process with all four situations.

Show Situation #2 - OH #5-3. Read aloud.

OH#5-3
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Situation #2: You have just reviewed your condominium's
most recent budget, and you see that a large portion of the
Association's expenses relate to maintenance and repairs.
What sound business judgements do you want the Executive
Committee to practice to ensure that this large percent of your
condominium assessments is being spent wisely on
maintenance?

Give participants a few minutes to discuss this in pairs,
then address the whole group. Write some of their ideas
regarding sound business judgement on the flip chart.
Stress the point that one sound business judgement would
be to have a PLAN for maintenance.

Show Situation #3, OH #5-4. Read aloud.

OH#5-4

Situation #3: You and your spouse are considering buying a
condominium apartment, and as you look at different condominium
buildings you search for the building which will provide the best
quality oflife for your two young children. Safety, cleanliness and
comfort are important to you. What things will you look for as you
try to find the right home for your family?

Give participants a few minutes to discuss this in pairs,
then address the whole group. Write some of their ideas on
the flip chart. Stress the point that the association should
consider the owners' quality of life expectations in
designing a maintenance plan.

5A-4
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Show Situation #4, OH #5-5. Read aloud.

OH#5-5

Situation #4: Your building bas recently formed an owner's
association, and a General Assembly of all owners will be held soon
to get input from all owners on what they would like the long term
goals to be for the new association in the coming two years. One of
the questions will be what physical improvements would owners like
to see in or around the building. What improvements would you like
to see in your building?

•

•

•

2.

Give participants a few minutes to discuss this in pairs,
then address the whole group. Write some of their ideas on
the flip chart. Stress the point that the association should
strive to enhance and improve the property as well as to
maintain it well.

Summary ofKey Points (5 minutes)

Use OH #5-6 to summarize the key points regarding the
obligation an association has to properly maintain the
common areas.

•

•

•

•

•

OH#5-6

The Association's Obligation to Provide Maintenance from Four
Perspectives

Legal- Governing Documents

Business Requirements

Quality of Life

Enhancement - Not Just Maintenance

Refer participants to page 5-2 in their course books for
more detail regarding these four perspectives.

SA-S
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BENEFITS OF AN ESTABLISHED MAINTENANCE
PROGRAM

1. Introduction (5 minutes)

Explain that, while there are the obligations we just
discussed, there are also some real benefits to be gained by
having a maintenance program. We want to discuss those
now.

TRAINER'S NOTE: Use flip chart here.

Ask participants to explain what a maintenance program is
to them. Take a few examples and develop a working
definition of a maintenance program. Write this on flip
chart so everyone has the same understanding of the
concept

2. Group Discussion (10 minutes)

Now that we have a common understanding of what a
maintenance program is, let us look at the benefits.

Divide the participants into two groups - the Executive
Committee and the Residents. Explain that participants
will now need to think like the people they have been
assigned to, for example ''Think: like Committee
Members".

TRAINER'S NOTE: Give one person in each group a piece
offlip chart paper and a bold marker.

Show OH #5-7, which gives them the following task.
Read aloud.

OH#5-7

As Executive Committee Members and Residents, discuss and
identify what BENEFITS you see to having a maintenance program.
What will it provide or help you with?

Develop a list of the benefits and write it on the flip chart paper.

You have 10 minutes.

TRAINER'S NOTE: While the participants are performing

5A-6
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3.

4.

SesSion 5-A: Facilities Maintenance (part one)

this task, refer to pages 5-4 and 5-5 in their course books
so that you will be familiar with all ofthe benefits for each
group.

Group Reports (15 minutes)

One at a time, have each group come to the front, post their
chart and review their list of benefits. After each one,
pause and see if there are any questions or additions that
others want to make.

TRAINER'S NOTE: Have your own marker ready and be
sure to add any benefits that get missed by the groups.

Tell participants to refer to pages 5-4 and 5-5 in their
course books for a list of benefits from these different
perspectives. Point out that most of them were identified
by the group today.

Reflection (5 minutes)

Ask participants to think about and write down in their
course books what was the most important thing they
learned from the discussions on obligations/expectations
and benefits. What questions do they have regarding this
material.

Give them a few minutes to complete that and then ask for
some examples of what people thought was most
important Answer any questions they might have.

•

•

•

e

BREAK (10 minutes) Take a brief stretch break.
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TYPES OF MAINTENANCE

1. Introduction (10 minutes)

Explain that we have talked about what a maintenance
program is, expectations and benefits for having a
maintenance program and now we want to look at the
specific types of maintenance activities that need to be part
of the program.

2. Show the wheel with the 4 Categories of Maintenance
Activities (OB #5-8). Explain briefly each of the
categories so participants get a sense of the differences. Do
not give any examples because that is what they will
be doing in the next activity.

OH #5-8

Explain that we want to look at the specific tasks required
to properly maintain the condominium buildings and
grounds. But, before we go any further, it is important to
remind ourselves that the maintenance we are speaking
about is only for common areas of the association.

5A-8
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Sesiion 5-A: Facilities Maintenance (part one)

Remind participants that in a condominium association,
owners are responsible for the maintenance of their units.
"Therefore, the maintenance we are discussing today relates
exclusively to common areas.

Show OH #5-9 to review the facts which they should
remember.

OH#5-9

Maintain Only Common Areas

The association has a responsibility to maintain the common areas,
but not individual units or parts of units. Except for rare instances,
the Board is not authorized to spend association funds on repairing
or maintaining units.

Sometimes it is not clear where the unit boundary ends and common
area begins. The Law and the Association Agreement may not be
completely clear on this issue.

For example, does a unit's boundary stop at interior walls of the
unit? If it does, then who is responsible for painting the exterior
surface of the unit-door, which is outside the walls?

The solution is to develop a Maintenance Responsibilities Chart.

Explain that more information on this subject is provided on pages
5-7 and 5-8 of their course books, but for the purposes of this
session you want to make it clear that the maintenance program is
only for the common areas of the association.

•

•

•

•

3. Group Activity (5 minutes)

TRAINER'S NOTE: You will need 4-6 pads of ''post-it''
notes to give to each table. Participants will be writing on
the post-it notes and then posting the completed sheet onto
flip chart paper so give them magic markers to write with.

Distribute pads of "post-it" notes to each table. Show
OH #5-10 and explain the task.

5A-9
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Seision 5-A: Facilities Maintenance (Part one)

OH#5-l0

At your table think of all the possible maintenance tasks that would
be needed to properly maintain the building, equipment and grounds
of the condominium. Put each task on a separate post-it note.
(Write with markers so we can see it) You have only 5 minutes so
generate as many as you can.

4. Large Group Discussion (20 minutes)

TRAINER'S NOTE: You will need aflip chart, a bold
marker and some scotch tape.

Tear off four flip chart pages and post them next to each
other (on the wall with scotch tape if necessary). Write a
separate heading on each one. The headings are:

Regular Routine Custodial Maintenance

Scheduled and Preventive Maintenance

Emergency and Responsive Maintenance

Deferred Maintenance

Give participants the following task by showing
OH #5-11 Read aloud.

OH#5-11

Look at the post-it notes you have and decide in which maintenance
category they belong. After you have made that decision go stick
your post-it notes on the appropriate flip chart

You have 5 minutes.

Review all flip charts by taking them one at a time and
identify the tasks that appropriately belong on this list
Eliminate duplicate items and if there are any that more
appropriately belong to another list be sure to move them
and discuss why they belong under a different category.

When reviewing the chart on emergency and responsive
maintenance provide the following elaboration:

SA-lO
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There are three levels of emergency and responsive
maintenance:

Real Emergencies: Situations that immediately threaten
life, health, or safety. (Ask/or examples from the group.)

Urgent Requests: Situations that are a major
inconvenience or hardship to owner and/or would result in
health or safety hazards if left undone. (Ask/or examples
from the group.)

Routine Requests: Conditions that warrant repair but are
not of an emergency or urgent nature. (Ask/or examples
from the group.)

Reflection (10 minutes)

Ask participants to look at the information on the
categories of maintenance and identify any questions they
might have regarding the information. Respond to any
questions or comments.

Next, ask participants what would be most difficult in
planning for and attending to the maintenance activities.
Give them a minute to think about the question and then
ask for some responses on some of the difficulties.

TRAINER'S NOTE: Use ajlip chart here, and write down
any difficulties they mention. Explain that you are
recording them so that as we learn how to develop a
maintenance program, we can see how they will be
addressed.

Ask participants to write down some notes to themselves
on the most important things they do not want to forget
about the types of maintenance.

5A-II
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HOMEWORK ASSIGNMENT

1. Introduction (5 minutes)

-Explain that in the nextsession we will be working on
developing a maintenance program which involves the
following steps (show OH #5-12):

OH#5-12

Steps to Develop a Maintenance Program

Step One:

Step Two:

Step Three:

Step Four:

Step Five:

Inventory the property, facilities, and equipment.

Physically inspect the property and equipment to
determine current condition and any needed repairs.

Identify warranties and service contracts.

Derme maintenance goals and standards.

Develop a Maintenance Policies and Procedures
Manual.

2. The Assignment (5 minutes)

TRAINER'S NOTE: You will need to have prepared in
advance enough copies ofthe Property Inspection form and
the ''Routine Housekeeping Schedule" to distribute for this
assignment.

Explain that you are going to ask half of the participants to
do a homework assignment related to "Scheduled and
Preventive Maintenance" while the other half of the class
will have a homework assignment related to "Regular
Routine Maintenance."

Distribute a copy of the sample "Baseline Property
Inspection and Inventory Fonn" to half of the participants.
and explain their assignment is to take a walk through and
around their building to look at any building components
and equipment listed on this fonn which is easily accessible
to them. They should then mark on the fonn any
noticeable repairs or maintenance they see. Add to the list
any equipment or property not on the sample fonn. Assure
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Session 5-A: Facilities Maintenance (part one)

them that you do not expect them to go on the roof, or
other areas not easily accessible for the purposes of this
homework assignment, but ask them to do_as thorough an
inspection as possible, making the list as complete as
possible to reflect the actual list of components in their
building.

Distribute the sample "Routine Housekeeping Schedule" to
the remaining participants. Explain that their assignment
is to walk through their building with an eye towards the
cleanliness of the common areas. Ask: them to add or
remove from the sample list of areas needing cleaning, to
make the list as accurate as possible to the conditions in
their building. Then ask them to make some initial
judgements as to how often the cleaning of each
component should be done, putting a checkmark in the
columns. For example, how often should the hallway light
fIXtures be dusted/cleaned? Daily? Semi-weekly? Weekly?
Semi-monthly? Check the appropriate column of the form.

Make sure that everyone understands the assignment and
then close the session.

5A-13



Session 5-A: Facilities Maintenance (part one)

OH#5-1

Session Objectives

• Review obligations and benefits of a good maintenance
program.

• Defme the different types of maintenance.

• Clarify maintenance responsibilities of owners and the
association.

• Learn how to determine satisfactory levels of service.

• Outline the steps necessary to develop a comprehensive
maintenance program.
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OH#5-2

Situation #1: You have read the Association Agreement for
your association which states that the association's Executive
Committee has the responsibility to "maintain, preserve and
enhance the common areas which are jointly owned by all
members." You begin to consider what this responsibility
really means, and you take a walk around your building to
see what needs to be maintained.

Consider the common areas of the building you live in.
What four or five specific things would you expect the
Executive Committee to address as top priorities to receive
better maintenance or repair?. On what basis do you c_onsider
them to be a priority?

SA-IS
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OH#5-3

Situation #2: You have just reviewed your condominium's
most recent budget, and you see that a large portion of the
Association's expenses relate to maintenance and repairs.
What sound business judgements do you want the Executive
Committee to practice to ensure that this large percent of

.your condominium assessments is being spent wisely on
maintenance?

5A-16
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OH#5-4

Situation #3: You and your spouse are considering buying a
condominium apartment, and as you look at different
condominium buildings you search for the building which
will provide the best quality of life for your two young
children. Safety, cleanliness and comfort are important to
you. What things will you look for as you try to find the
right home for your family?
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OH#.5-5

Situation #4: Your building has recently formed an
owner's association, and a General AsselJ1bly of all owners
will be held soon to get input from all owners on what they
would like the long term goals to be for the new association
in the coming two years. One of the questions will be what
physical improvements would owners like to see in or
around the building. What improvements would you like to
see in your building?

SA-I8
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OH#5-6

The Association's Obligation to Provide Maintenance
from Four Perspectives

Legal - Governing Documents

Business Requirements

Quality of Life

Enhancement - Not Just Maintenance

5A-19
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OH#5-7

As Executive Committee Members and Residents, discuss
and identify what BENEFITS you see to having a
maintenance program. What will it provide or help you
with?

Develop a list of the benefits and write it on the flip chart
paper.

You have 10 minutes.
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OH#5-9

Maintain Only Common Areas

The association has a responsibility to maintain the common
areas, but not individual units or parts of units. Except for
rare instances, the Executive Committee is not authorized to
spend association funds on repairing or maintaining units.

-Sometimes-it-is -not clear-where-the-unit-bollllCFdIyends and 
common area begins. The Law and the Association
Agrement may not be completely clear on this issue.

For example, does a unit's boundary stop at interior walls of
the unit? If it does, then who is responsible for painting the
exterior surface of the unit door, which is outside the walls?

The solution is to develop a Maintenance Responsibilities
Chart.

5A-21
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OH#5B-IO

At your table think of all the possible maintenance tasks that
would be needed to properly maintain the building,
equipment and grounds of the condominium. Put each task
on a separate post-it note. (Write with markers so we can
see it.) You have only 5 minutes so generate as many as you
can.
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OH#5-11

Look at the post-it notes you have and decide in which
maintenance category they belong. After you have made that
decision go stick your post-it notes on the appropriate
flipchart.

You have 5 minutes.
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OH#5-12

Steps to Develop a Maintenance Program

Step One: Inventory the property, facilities, and
equipment.

--

Step Two: Physically inspect the property and equipment
to determine current condition and any needed.
repaIrs.

Step Three: Identify warranties and service contracts.

Step Four: Define maintenance goals and standards.

Step Five: Develop a Maintenance Policies and
Procedures Manual.
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Facilities Maintenance

(part Two ofa Two Part Session)

Time: 1 hour, 35 minutes (Part Two)

GE1TING STARTED (5 minutes)

Welcome participants back, and explain that in this session we will
look at each type of maintenance we leamed about in Part One of
this session, and learn how to develop written policies and
procedures fOJ:: providing the maintenance. These procedures will
be the basis for a condominium association's Maintenance Policies
and Procedures Manual.

Asking one group and then the other, fmd out what the
participants' experience was in completing their homework:
assignments. Call on a few of the participants to hear what
building property they added to the list that was not on the sample
forms.

WRITING PROCEDURES FOR ROUTINE MAINTENANCE
(HOUSEKEEPING)

•

•

•

•

•

1. Paired Discussion (20 minutes)

Explain that, beginning with routine (housekeeping)
maintenance, we will learn to develop chapter by chapter,
the written procedures manual for all four types of
maintenance, to include daily, weekly or monthly
schedules for staff or contractors to follow in performing
the work.

TRAINER'S NOTE: You will need to pass out a sheet of
lined notebook paperfor the participants.

Tell the participants they will work with the person sitting
next to them as a team for the next few minutes. Ask all
participants to put themselves in the role of a supervisor
who wants to give clear instructions to the cleaning staff on
exactly how to go about cleaning certain areas of the
building. Using the list below, give each pair of
participants one of the following cleaning duties, and ask
them to discuss and write down instructions for performing
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Session 5-B: Facilities Maintenance (part two)

-the duty. The goal should be a brief guide for the worker
which will result in a good cleaning job completed in the
most cost and time efficient way and in a safe manner.

Assign one of these to each pair:

• Clean hallway light fixtures
.• Wet mop hallway floors
.• Clean lobby windows (they are ceiling-to-floor. 14

feet high)
• Keep grounds free of litter
• 'Clean trash chutes; trash rooms
• Clean all common area doors
• Wipe down hallway walls; remove cobwebs from

comers.

Before the pairs start working on this, show them
OH #5-13. which is a list of things they should consider
when writing the instructions. Explain that some cleaning
duties will need more instruction than others. but for the
purpose of this exercise, they should be as detailed as
possible. Explain that they have 10 minutes to work on
this.

OH#5-13

Things To Consider When Writing Housekeeping Instructions

• Safety instructions for both the worker and residents (e.g., use
ladder; post wet floor signs when floors will be slippery. etc.).

• What cleaning products to use, what cleaning products should
not be used.

• Detail what the work includes. For example, cleaning
common area doors may include dusting the frame around the
door, polishing any brass work on the door, cleaning the
threshold.

• Minimum standards. For example, mop water must be
changed twice for each hallway mopped.

TRAINER'S NOTE: You will need ajlip chart and marker.
Mter 10 minutes have elapsed, have one person from each
pair address the entire group and tell what cleaning duty
they were assigned, and what instructions they wrote. Use

SB-2
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Session S-B: Facilities Maintenance (Part two)

a flip chart, and list each duty and the instructions as they
.are read off so that everyone can see them. Thank the
participants, and leave the flip chart up, explaining that this
information will be used in a few minutes.

Pass out a blank copy of the Sample Routine Housekeeping
Schedule to all participants.

Now, ask for a volunteer from the group whose homework
assignment was to inspect their building for housekeeping.
Ask this volunteer to read from sections on Hallways and
Lobbies on the completed Routine Housekeeping Schedule
he produced after inspecting the building, and tell the
group what frequencies he assigned to each of the duties,
and how he made those judgements. As he reads this, the
other participants should follow along using the blank form
and may check the frequency columns as he reads them off.
Ifany additional cleaning functions were added to the list,
have the volunteer read those too. Ask a second volunteer
from the same group to do the same thing for all other
functions on the form.

Explain that the last two exercises are the key components
of writing routine maintenance policies and procedures.
The only remaining step is to incorporate the information
we have gathered to write a daily or weekly schedule for
the staff to follow.

Have the participants tum to page 5-19 of the course book
to see an example of such a schedule, entitled "Sample
Weekly Housekeeping Schedule," which is often put in
calendar format, and given to the worker at the beginning
of each week as their basic work plan for the week. Point
out that the sample in the course book is in calendar form,
and includes a place where the person supervising the
housekeeping staff approves the work done each day by
signing the schedule.
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2. Putting It AU Together (10 minutes)

Now refer back to the flip chart. Explain that by
performing the homework and two exercises, we have just
created the basis for a chapter in the Policies and
Procedures Manual for Routine Maintenance.

Remind participants that common sense will guide them in
developing the initial schedules, but they can expect
policies and procedures to be subject to change, depending
on several factors: the level of activity in and around the
building which affects how quickly certain areas become
soiled and need cleaning; budget constraints; staffing
levels; new methods of cleaning; and new products.
Review the steps taken by looking at OH #5-14.

OH#5-14

Steps to Creating Routine Maintenance Policies and Procedures

1. Inspect the property inside and out, and develop a complete list of
all housekeeping functions which will be necessary to keep the
premises clean.

2. Develop a housekeeping schedule which lists the functions and
how frequently each function should be performed.

3. For each function that requires detailed instructions, prepare a
written guide for the worker to follow.

4. Put each function on a weekly housekeeping schedule to be given
to the worker as his weekly work instructions.
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WRITING PROCEDURES FOR SCHEDULED
PREVENTIVE MAINTENANCE (15 minutes)

Explain that.the steps we just took to write routine maintenance
procedures work well for writing preventive maintenance
procedures as well, with a few wording changes.

Tell all participants to refer to page 5-10 of their course books to
follow along with the following discussion of the Baseline
Property Inspection Form.

Ask for a volunteer from the group whose homework assignment
involved the "Baseline Property Inspection and Inventory Form. II

Ask the volunteer to refer to the notes he made on the form, and
describe his experience inspecting his building, and what
EXTERIOR BUILDING items from his building should be on a
preventive maintenance schedule.

Ask for a second volunteer to do the same thing with the second
half of the Inspection form, INTERIOR building components.

Now refer all participants to pages 5-20 to 5-21 of their course
books to see how these items are incorporated into a schedule for
maintenance staff to use as their weekly or monthly task list
Give a brief description of each form:

Page 5-22: This is a Preventive Maintenance Tasks List, used for
each piece of equipment or component of the property, and for
recording an identification number for each item, its location,
manufacturer, warranty, if any, the maintenance tasks to be
performed and the frequency. These lists should be kept in a
notebook in numerical order by item identification number, with a
table of contents.

Refer participants to Page 5-19 and explain that, following the
same procedure used to develop the Weekly Housekeeping
Schedule, each maintenance duty on all equipment is incorporated
into a calendar style monthly Preventive Maintenance Checklist to
be used by the building engineer or contractor. It tells the worker
what equipment needs maintenance, where the equipment is
located, what tasks are to be performed, and which task has been
assigned to each worker. Workers complete the checklist by
.dating and initialing beside each task when they have performed
the maintenance.
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"Remind participants that these fonns can be used whether their
association hires a maintenance engineer directly or retains a
management company. ·If a contractor is hired, the maintenance
checklist is incorporated into the contract We will learn more
about this in the upcoming session on contracted services.

REVIEW (5 minutes)

Congratulate the participants. They now have the basics and the
tools needed to develop a Preventive Maintenance Program. Take
a minute to review the steps they just took. Refer them to page 5
20 of their course books. and read with them the following steps.

Steps to Develop Scheduled Preventive Maintenance Procedures

1. Complete a property inspection; develop a list ofall building
components which should receive preventive maintenance to
prevent breakdowns and extend their useful life. Determine the
age ofeach piece ofequipment, its current condition and
remaining useful life.

2. Using manufacturer's recommendations and the advice of
experienced contractors. develop a one page fact sheet and
Preventive Maintenance Tasks List for each item on the list. Give
the item an identification number, state its location, and record the
following: age of the item, date inspected and current condition;
any warranties or service contracts and expiration date; what
maintenance tasks are needed; and how frequently they should be
performed.

3. Develop a monthly preventive maintenance schedule to be used
by maintenance staffor contractor. It should include aU the
preventive maintenance tasks for each piece ofequipment and the
month in which the work should be performed.
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WRITING PROCEDURES FOR EMERGENCY AND
RESPONSIVE MAINTENANCE (30 minutes)

TRAINER'S NOTE: You will need to make enough copies ofthe
three page "Exercise on Prioritizing Maintenance Requests"for all
participants, including the sample chartfor prioritizing
maintenance work.

Distribute to all participants the Exercise on Prioritizing Corrective
Maintenance Requests. Divide the participants into groups of four.
Explain to all groups the background for this exercise. (Read the
first three paragraphs of the exercise aloud. Explain that they will
have 15 minutes to assign a priority code to each work order, and
then to put all 11 work orders into the order they will be
completed.

Mter 15 minutes have elapsed, ask a spokesman from each group
to present their prioritized list and order of assignments. Use a flip
chart and list the work order numbers only, 1-11, down the left
side, and make a separate column for each work group to record
their order of assignments. Let the participants compare these, and
where there are obvious differences in how one group prioritized,
allow that group to explain how they reached their decision.

Ask what the most difficult part of prioritizing these orders was.
Remind participants that they may hire outside contractors to
complete emergency repairs if they do not have adequate staff.
Were there any work orders which could be deferred indefinitely?
Were there any work orders which were not the responsibility of
the association?

Explain that, although common sense often dictates the priorities
for completing emergency and urgent repairs, a good set of
minimum maintenance standards will guide you in almost every
situation.

Refer participants to page 5-25 in their course books for one
example of minimum maintenance standards.
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'-WRITING PROCEDURES FOR DEFERRED
MAINTENANCE (5 minutes)

Ask participants to name some "wish-list" items they can think of
in the building they live in or work in, which they would like to
see maintained better, but which must be considered low priority
compared to other maintenance needed in the building. Use a flip
chart and list those items they mention. They should include such
items as painting, staining. and routine repair and replacement of
major components or equipment Add these things to the list if
they are not mentioned.

. ExplaIn that deferred maintenance activities are those which are
known and can be scheduled sometime in the future without
incurring damage or financial harm to the association. Stress that,
although staff shortages and/or budget shortages may require that
some non-urgent maintenance items be deferred. one should
always weigh the disadvantages as well as the advantages of
deferring the maintenance.

Refer participailts to page 5-30 of their course books, and review
the list of questions to ask before deferring maintenance. This
checklist may be incorporated into the Maintenance Policies and
Procedures Manual, to be used in each case where a conscious
decision is being made to defer major repairs.

Questions to Ask Before Deferring Maintenance

Will deferring this maintenance lead to any safety or health hazards.
or potential property damage caused by neglect?

Is it anticipated that it may cost more to perform this maintenance in
the future than it would cost to perform it now?

Will deferring the maintenance affect the useful life ofthe
component?

Will deferring this maintenance cause a substantial detrimental effect
on the aesthetic appearance ofthe property as to lower property
values?

Ifthis maintenance is deferred, when is it scheduled to be completed,
or when is it scheduled to be considered again?
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Remind participants that in no case should maintenance be
defe1Ted indefinitely. At a minimum, the defe1Ted maintenance
should be plugged into the planning calendar for a future date
when it will be up for discussion again. We willleam more about
this during the upcoming Session on ~'Developing the Management
Plan."

WRAP-UP (5 minutes)

Ask participants to reflect on this issue, and encourage questions.

After all questions are answered close the session.
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'OH#5-13

Things To Consider When Writing Housekeeping
Instructions

• Safety instructions for both the worker and residents (e.g.,
use ladder; post wet floor signs when floors will be
slippery, etc.).

• What cleaning products to use, what cleaning products
should not be used.

• Detail what the work includes, For example, cleaning
common area doors may include dusting the frame around
the door, polishing any brass work on the door, cleaning the
threshold.

• Minimum standards. For example, mop water must be
changed twice for each hallway mopped.
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OH#5-14

Steps to Creating Routine Maintenance Policies and
Procedures
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•

•

•
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•
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•

•

1.

2.

3.

4.

. Inspect the property inside and out, and develop a
complete list of all housekeeping functions which
will be necessary to keep the premises clean.

Develop a housekeeping schedule which lists the
functions and how frequently each function should
be performed.

For each function that requires detailed
instructions, prepare a written guide for the worker
to follow.

Put each function on a weekly houseke~ping

schedule to be given to the worker as his weekly
work instructions.
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'The'following exercise and sample chart on Prioritizing Maintenance Work may be the best way
to become familiar with the concept of using the minimum maintenance standards and the
prioritizing system for Emergency and Responsive Maintenance.

SAMPLE CHART FOR
PRIORITIZING MAINTENANCE WORK

PrioritY Maintenance Exolanation

Emergency Corrective Situations that offer an immediate threat to health. safety or
I Maintenance property.

Situations that are a major inconvenience or hardship to owner
and/or would result in health or safety hazards if left undone.

Urgent Resident Request (Note: At all times the resident has the right to enjoy normal.
2 Corrective Maintenance uninterruoted use of the unit.)

Routine Non-Urgent Request Conditions that warrant repair but are not of an emergency or
3 for Corrective Maintenance Ufeent nature.

Deferred Corrective These tasks have the most flexibility in scheduling for
Maintenance or Special accomplishment; delaying performance to accommodate higher

4 Proiects nrioritv tasks will not harm residents or the .
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EXERCISE ON PRIORITIZING CORRECTIVE
MAINTENANCE REQUESTS

You are Jozef Resourceful, Executive Committee President and manager of a building. It is a
Monday morning in January. You have an answering machine on which residents ofyour
building may call in maintenance work requests. You arrive early on Monday and write up all
of the work requests that had been recorded on the machine.

In addition to these work requests. you have regular janitorial and preventive maintenance work
that must be done. One trades-general has approximately five working hours available and the
other approximately one hour available for corrective work orders today. It is clear that you will
not be able to make all of the requested repairs today. While you have basic tools and supplies
in stock, you do not have any specialized appliance and electrical parts in stock. Assume that
given the- time. your staff could complete any of these repairs.

The following is a list of the requested work orders you received today. Decide on the
assignment order of the work orders (use Maintenance Tasks Priorities in this handout) to place
the 11 work orders in order of assignment Are all requests maintenance responsibilities of the
association? How many can be completed today, and which, ifany, will be delayed? For which
items would you call an outside contractor to avoid delays? For any of those delayed. how soon
must the work be done to avoid more costly repairs later?
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Session 5-B: Facilities Maintenance (par! two)

-
Order of

-Priority Assi2DIDents

1. Apartment 506 - Has a leak under the kitchen sink. The leak is
comin~ from the suooly line. and is driooin~ constantly.

2. Apartment 411 - The lock on the apartment entrance door is
broken. The resident has placed a chair inside to the door to keep it
closed, but he is afraid to leave the apartment, because he cannot
secure the door ifno one is inside.

3. Apartment 110 - There is a strong odor ofgas in the kitchen. The
stove is fueled with gas.

4. An unidentified caller states that the glass in the rear entrance door
to the building was broken last night. Glass is in the hallway. and
cold air is comin~ into the hallway throucll the broken window.

5. Apartment 215 - The overhead lights in the bedroom and
bathroom do not work. The resident states in his message that he
has tried new light bulbs. but that does not work.

6. Apartment 102 - The toilet has backed-up, and overflowed onto
the floor. The resident has mopped up the floor, but cannot flush
the toilet. Because this has happened a number oftimes recently.
there is leakage to the apartment below.

7. Apartment 1022 - TIiis resident on the top floor has reported
several large holes in the walls in the apartment because ofa
former roof leak and would like them reoaired.

8. Several callers reported that ofthe four elevators in the building,
two have not been working for the past two days. One ofthe
callers reported having the elevator stop with him inside for ten
minutes last night. -Eventually, it started again and he was able to
~et out safely.

9. Apartment 714 - The living room window has a long crack in it. It
is allowin~ cold air to come into the aoartment.

10. Apartment 406 - Has water dripping from the kitchen light fixture,
and the ceilin2 is wet and be to bulge over the sink.

II. Apartment 121 - The resident called to report that the hall lights
are out.
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Session 6

Contracted Services

Time: 2 hours, 15 minutes

GETTING STARTED (15 minutes)

TRAINERS NOTE: Use flip chart here.

•

•

1. Welcome participants back. Explain that the best way to
put this section into perspective may be to first get a clear
definition of the section title. Say that you want to separate
the two words in the title and defme each word separately.
Write the word "Contracf' at the top of a flip chart page,
and ask for volunteers to give the definition that they think
would be found in the dictionary.

Do the same thing for the word "Services" and after you
have g~tten a defmition which closely matches the
dictionary defmition, show OB #6-1.

•

•

•

•

•

•

OB#6-1

The definition of "Contract" is .....an agreement between two or more parties, especially one
which is written and enforceable by law.....

The definition of "Service" is "...the occupation or duties of a servant; or employment in duties
or work for another..."

Explain that in this section we willieam the methods of
establishing a successful "contractual relationship" between
the association and those providing any "service" to the
association for which they will be paid.

1



Session 6: Contracted Services

2. .Show OH #6':'2 Section Objectives

OH#6-2
Session Objectives

• Develop criteria for determining what services should be performed by outside contractors.

• Design a scope of work and develop specifications.

• Identify sources of qualified contractors, and develop the bid invitations.

• Discuss techniques for interviewing bidders, evaluating bids and selecting the best contractor.

• Identify the elements of a contract and effective contract negotiation techniques.

• Discuss how to get the most out of contractors through good communications.

• Learn the value of competition to get the best value and service from contractors.

Remind participants that contracted services may refer to
any of the following (or numerous others not mentioned):

OH#6-3

• A contract with the municipal company for maintenance service

• A contract with a private company for maintenance service

• A contract with a.plumber to make a repair

• A contract with a private roofmg contractor to replace or repair the roof

• A contract with a private company to keep the building and grounds clean

• A contract with an accountant to do an annual independent audit of the associations fmancial books

• A contract with an attorney to handle the serious delinquent accounts

Explain to participants that for the purposes of this section
we will concentrate on contracting for maintenance or
repair services, but it is important to keep in mind that any
service which a condominium contracts out for may be
provided based on a written agreement or contract between
the parties.

6-2
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Session 6: Contracted Services

DECIDING TO USE AN OUTSIDE CONTRACTOR

e.

•

•

•

•

•

•

•

•

•

1. lArge Group Discussion (15 minutes)

Explain that the first step in maintenance or repair contract
negotiations is to detennine the association's
responsibilities and decide whether to handle the work in
house (using an employee or owner-volunteers) or to
contract with other contractors.

The association's leadership and management must always
keep in mind that it is only responsible for maintaining the
common areas. The Association Agreement should state
this clearly. When an owner pays 'his condominium fee, he
puts trust in the Executive Committee to spend that money
only on the operations of the condominium and the upkeep
of common areas, not for upkeep of other individual units,
which is the sole responsibility of the person(s) who owns
the unit There are rare exceptions to this rule, and even
when there may be a good reason for an exception, all
owners should be advised in advance, and allowed to vote
on any issue where association condominium fees would be
allocated for repairs to units.

Therefore, the rmt test an Executive Committee should
make before deciding to contract out, is to make sure that
the association has authority to maintain the area or
components for which they are about to contract out

TRAINER'S NOTE: Prepare to do a large group
brainstorming session, using markers and a flip chart. The
approach is to have participants contribute any idea that
comes to mind and for the trainer to write down every idea
regardless ofits possible merit Avoidjudging or
evaluating the ideas when they are given. Just write them
down. Make sure participants are also clear that they
should avoid judging other's ideas and contribute freely.
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Ask the following question on OH #6-4

OH#6-4

• What areas, components and services are most likely to receive the best service and
value from outside contractors rather than usin!! in-house emolovees?

List all of their answers on the flip chart. Thank them for
their contributions. Then explain that this has been an
ongoing topic for debate for as long as condominium
associations have been in existence around the world.

4. Large Group Discussion (10 minutes)

Explain that there are some logical guidelines to follow for
deciding to contract out; show OH #6-5

OH#6-5

• Unsatisfactory experience using the municipally-owned firm.

• Unsatisfactory experience using in-house staff

• Legal requirements

• The investment

• Consider fiduciary responsibilities and using good business judgements

• The cost effective test and service to owners test

Refer participants to p. 6-3 in their course books,
"Guidelines for Deciding When to Contract Out for
Services". Ask them to read the guidelines. Ask for any
clarification questions. Then go to the list on the flip chart
and pick 2 - 3 items. Ask under which guideline(s) the
items might fit Then ask for comments. Emphasize any
point you feel is particularly important to this group of
participants.

DESIGNING THE SCOPE OF WORK AND
SPECIFICATIONS
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Session 6: Contracted Services

smaU Group Discussion (15 minutes)

Explain that once the association determines the job is
extensive enough to require a contractor, the scope of work
and specifications should be prepared in sufficient detail so
that potential contractors and the contractor ultimately
hired will be well-informed of the exact requirements for
submitting a proposal and performing the job satisfactorily.
These specifications will eventually be made a part of the
contract, so it is important to put in as much detail as
possible to prevent misunderstandings later.

Then ask them to work in small groups of 3-4 people for 5
7 minutes to work on a possible scenario for developing a
scope of work for repainting the exterior wood on a
condominium townhouse community. Show OH #6-6.

• OH#6-6

Discuss this scenario in your small group:

• You want to set up a contract to repaint your building.

• • What are 2-3 things you would want to be clear about in developing a scope of work
for an outside contractor?

•
Have one person in your group ready to report out your answers.

After they have finished, take one answer from each group.

•

•

•

•

OH#6-7

2. smaU Group Work (15 minutes)

Refer participants to p. 6-8 of their course books,
"Specifications for Repainting Condominium". Ask them
to discuss these specifications in the same small groups as
before for five minutes as follows (show OH #6-7):
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Discuss which ofthese specifications are appropriate and important in the Slovak context.

Have one person in your group ready to report out your answers-.

Take a few answers from the groups. Then refer them to
the list on p. 6-5 in their course books, "Specifications and
scope of work should include". Give them a few minutes
to read this list. Explain the key points and link them to
participants' ideas from their small group work as much as
possible. You may even add some participants' ideas to
this list as appropriate.

FINDING QUALIFIED CONTRACTORS AND INVITING
THEM TO BID

1. Large Group Discussion (20 minutes)

Explain that the emergence in Slovakia of condominium
owners' associations and their right to select the contractor
of their choice, is an important element in the move toward
a market economy. Condominium associations open the
door for new business opportunities and jobs.

But-because-tJl.Js is new in Slovakia, it is natural that
association owners may wonder where they will find a
good selection of contractors to bid on their contract. The
good news is that people are quick to respond to
opportunity. Experience has already proven this in
Slovakia. Of course, there are bound to be "growing
pains" as new business men and women learn how to
manage their maintenance companies and how to meet the
needs of associations.

The association should do some research and planning to
detennine the best way to reach the right people and
companies to invite to bid. Whether it is through
newspaper advertising, direct phone calls, or flyers posted
in the right locations, here are some of the people you can
expect to be interested in your invitation to bid (show DB
#6-8):

OB#6-8
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.. The local government management organization.

•

•

•

•

•

Session 6: Contracted Services

Individuals or groups of individuals who are or have worked for a government
management organization, and decide to start their own company.

Developers and construction companies who employ a maintenance staff to maintain the
buildings they construct, and are interested in providing maintenance for other buildings
as well.

•

•

•

•

•

•

•

• Former employees of construction companies who wish to use their specific skills to start
their own maintenance and repair company.

• Individual craftsmen in the trades (carpentry, plumbing, electrical).

Mention that another good source to find contractors is to
contact manufacturers and suppliers. Ask them what their
experience has been and what difficulties they have had in
fmding contractors. Ask them if they have found other
resources helpful in finding contractors, and if so what
those resources are.

Say that once they have found at least 4-5 contractors who
may be qualified. it is a good idea that they call the
contractor to be sure they are interested in bidding. and to
confinn that they have the qualifications to do the work.
The goal is to obtain at least 3 bids, more ifpossible.
Make the following points about using competition to
obtain the best service and value:

Although all of us develop some level
of self competition and strive to
improve ourselves. we still need to
expose ourselves to competition
against others. Competition against
others produces growth. and is a way
to measure our knowledge and
progress.
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Here is a short story which provides a visual picture of
competition:

Two men were hiking in the mountains when they came
face to face with a bear. The bear was startled, the men
were startled, and the bear got mad. In a flash the men got
the heck out of there. They turned and began running
down the mountain trail. Suddenly one man stopped,
which caused the other man to stop.

''Why are you stopping?" asked one man.
"To put on my running shoes," the other replied.
''Why? You can't outrun the bear," he countered.
"1 Know," his partner answered. "But all I have to do is
outrun you!"

A good contractor will not shun competition. He knows it
breeds taking personal responsibility for his company's
actions.. It is healthy and educational. Sure, there is always
a winner and a loser, and no one likes to lose, but without
losses, setbacks and disappointments there would be no
growth.

Competition gives contractors a chance to "fmd out what
they are made of' and it pushes them to peak. perfonnance.
Both the association and the contractor win in a
competitive arena.

Ask the group how difficult it would be for them to fmd at
least three bidders for the painting job they just discussed.
Discuss this point for a couple of minutes and continue
with the session.

Return to the topic of inviting contractors to bid and
explain that a cover letter and the complete specifications
should be sent or faxed to each interested company. The
cover letter should include (show OR #6-9):
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the name and phone number of the association's contact person;

• a little background on the association's decision to bid out for the work;

• a reasonable deadline for receiving written bids:

• • a requirement that the contractor should include references with his proposal;

•

• an invitation to meet with the Executive Committee or representative to discuss the
proposal, giving the date, time and location of the meeting;

• a decision date - when the association will decide to select a contractor.

Refer them briefly to p. 6-10 in their course books, "Inviting
Contractors to Bid".

•

•

•

•

•

2. Small Group Work (20 minutes)

Say that once the bids are in, the job of comparing them
should not be done by only one person. Generally, the
Executive Committee or a committee of owners chosen by
the Executive Committee should be involved. A proposal
comparison chart is completed by reviewing each proposal,
and listing the comparative factors for each proposal, so
that the Committee can tell at a glance what the differences
are in each proposal. This saves the Committee a great
deal of time because they do not have to flip through all the
proposals each time they have a question. Refer them to
the end of this section of the session for two examples of
proposal comparison charts. Ask them to find the
Landscaping Proposals Comparison Chart and keep that
page open.

Say that you would like to give them some practice in
selecting bids. Ask them to work in the same small groups
as before and to imagine that they are an Executive
Committee, and their Property Manager has given them the
completed Housekeeping Proposals Comparison Chart they
just found in their course books. They must review the
information and decide which company they will hire.
Their current contract with Company I is due to expire in a
few weeks. Company I gave them satisfactory service last
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year, and the new contract price shown on the chart is 3%
-higher than last year. Ask them to work for 10 minutes on
the following task (show OB #6-10):

OB#6-l0

In your small group:

• Read the Housekeeping Proposals

• Use a proposal comparison chart to identify which one you feel is the strongest

Be prepared to have one person from your group report your findings in the large group.

After they have finished their work, ask for the answers from
their group work. Discuss their reasons for selecting one
proposal over another. Ask them how this approach would work
in their condominium association.

Make the following points on OH #6-11 about evaluating the
bidders.

OH#6-11

• Check ou~ all references carefully.

• Ifpossible, and if appropriate, visit properties or other customers of the contractor to
see the level of service.

• Evaluate costs and other terms of their proposal to assure consistency with the
specifications.

• If there is something in the proposal which is not clear, call the contractor.

• Conduct an interview, getting all questions answered, and allowing the contractor to
present any other information which he believes makes his company the best qualified
for the job.
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•

•
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•
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1.

Session 6: Contracted Services

Refer participants to p. 6-11 in their course books,
"Evaluating the Bidders".

Explain that in selecting the contractor, they should
identify the one who seems best able to peIfonn the
required work within the time frame required, within the
contract specifications, and the one with the best track
record based on references and inspections, and all at a cost
which the association can afford.

In evaluating the bids for a final decision, price is a crucial
factor. Ifone bid is appreciably low compared to the
others, it probably is not a good bid. A low price on a bid
could result in greater expenses in the long run. The low
bidder may have provided a price designed to make all
other bids look out of line. The bidder may anticipate
cutting comers to make his bid work, and the association
will suffer. The low bidder may be forced to abandon the
job midstream because of a cash flow problem.

Conversely, a bid that is noticeably higher is also an
unlikely bet The contractor either has built in an
unreasonable profit margin, or simply does not understand
what is involved in the job.

Paired Discussion (15 minutes)

Explain that when a selection has been made, the
association should promptly notify the contractors not
selected, and thank them for their interest

Then, a meeting should be arranged with the winning
contractor to award him the contract and review the job.
Every tenn of the contract and the specifications should be
reviewed with the contractor. The whole purpose of this
meeting is to make sure that all parties have a clear
understanding of the job, when it is to start, the progress
that the association expects and the terms of the contract
regarding payment If the association and the contractor
are in disagreement of the terms at this meeting, the
contract should not be awarded. If after more discussion
there is still disagreement, the association should consider

6-11



::,.,'~ ~~;- __;'7. -;..-__ __ >

-~--~

Session 6: Contracted Services

one of the alternative bidders. Other items to clarify at this
.meetinginclude (show OH #6-12):

OH#6-12

•

•

•

How many workers will be involved. and lYho w,ill supervise them.

Hours when the workers will be on-site.

Where will supplies be stored.

Then ask them to read p. 6-13 in their course books. "The
Association should have prepared a contract.'" Ask for
any clarifications or questions. Then ask them to pair up
with the person next to them and discuss the elements
which a contract to repaint the building should contain.
(Show OH #6-13)

OH#6-13

With your partner:

• Utilizing the list of ''The Association should have prepared a coniract...'·. p. 6-13. create
the elements which would be found in a contract to repaint your building.

Ask for a few examples of elements they designed. Then
say that once a contractor is selected it pays to work hard to
maintain a mutually satisfactory relationship. Here are a
few tips for getting the most out of your contractor:

Close communication is the key to receiving satisfactory
contract services. Regular meetings with the contractor or
telephone calls go a long way towards preventing problems
and keeping both parties happy.

An association should not anticipate getting any more than
what is actually contained in the contract Do not ask for
special favors.

Be fair and understanding when dealing with the contractor
and his employees. Complaints should be handled through
proper channels. It does no good to reprimand a
contractor's employee. it only leads to a feeling of ill will.
Instead. submit any complaint to the employee's supervisor.
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OH#6-14

Write down in your journal:

Session 6: Contracted Services

-Say that these tips are on -p. 6-14 in their course books.

Reflection (lO minutes)

Ask participants to think about and write down in their
course books the answers to the following questions (show
OH#6-14):

• What is the most important thing you learned about contracted services?

•

•

•

•

•

•

•

•

• What steps do you need to take in your condominium association with regard to
contracted services?

Give them a few minutes to complete that and then ask for
some examples of answers to the two questions. Answer
any questions they might have and close this section of the
session.
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The definition;of ~'Contract" is "...an agreement between two
or more parties, especially one which is written and enforceble
by law..."

The definition of "Service" is "...the occupation or duties of a
servant; or employment in duties or work for another..."
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OH#6-2

Session Objectives

•
• Develop criteria for determining what services should be

performed by outside contractors.

• Design a scope of work and develop specifications.

•

•

•

•

•

•

Identify sources of qualified contractors, and develop the
bid invitations.

Discuss techniques for interviewing bidders, evaluating
bids and selecting the best contractor.

Identify the elements of a contract and effective contract
negotiation techniques.

•

•

•

•

•

• Discuss how to get the most out of contractors through
good communications.

• Learn the value of competition to get the best value and
service from contractors.
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Session 6: Contr.acted Services

• A contract with the municipal company for maintenance.servIce

• A contract with a private company for maintenance.
servIce

• A contract with a plumber to make a repair

• A contract with a private roofing contractor to replace or
repair the roof

• A contract with a private company to keep the building
and grounds clean

• A contract with an accountant to do an annual
independent audit of the associations fmancial books

• A contract with an attorney to handle the serious
delinquent accounts

6-16
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·OH#6-4
e.

•

•

• •

•

•

•

•

•

•

• What areas, components and services are most likely to
receive the best service and value from outside
contractors rather than usin~ in-house employees?
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'OH#6-5
-Unsatisfactory experience using the municipally-owned

frrm

- Unsatisfactory experience using in-house staff

• Legal requirements

• The investment

• Consider fiduciary responsibilities and using good
business judgements

• The cost effective test and service to owners test
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OH#6-6

• Discuss this scenario in your small group:

• You want to set up a contract to repaint your building.

• • What are 2-3 things you would want to be clear about in
developing a scope of work for an outside contractor?

• Have one person in your group ready to report out your
answers.

•

•

•

•

•

•
6-19
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OH#6-7

Discuss which of these specifications are appropriate and
important in the Slovak context.

Have one person in your group ready to report out your
answers.
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• Individual craftsmen in the trades (carpentry, plumbing,
electrical).

•

•

•

•

•

•

•

•

•

•

•

..
•

•

•

Session 6: Contracted Services

The local government management organization.

Individuals or groups of individuals who are or have
worked for a government management organization, and
decide to start their own company.

Developers and construction companies who employ a
maintenance staff to maintain the buildings they
construct, and are interested in providing maintenance for
other buildings as well.

Former employees of construction companies who wish
to use their specific skills to start their own maintenance
and repair company.
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OH#6-9

'. the name and phone number of the association's contact
person;

• a little background on the association's decision to bid out
for the work;

• a reasonable deadline for receiving written bids:

• a requirement that the contractor should include
references with his proposal;

• an invitation to meet with the Executive Committee or
representative to discuss the proposal, giving the date,
time and location of the meeting;

• a decision date - when the association will decide to
select a contractor.
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OH#6-10

• In your small group:

• Read the Housekeeping Proposals

• • Use a proposal comparison chart to identify which one
you feel is the strongest.

• Be prepared to have one person from your group report your
fmdings in the large group.

•

•

•

•

•

•
6-23
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OH #6-11

• . ,Check out all references carefully.

• If possible, and if appropriate, visit properties or other
customers of the contractor to see the level of service.

• _Exaluate costs and other terms of their proposal to assure
consistency with the specifications.

• If there is something in the proposal which is not clear,
call the contractor.

• Conduct an interview, getting all questions answered, and
allowing the contractor to present any other information
which he believes makes his company the best qualified
for the job

6-24
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OH#6-12

•

•

•

•

How many workers will be involved, and who will
supervise them.

Hours when the workers will be on-site.

•

•

•

•

•

•

•

•

• Where will supplies be stored.
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'OH#6-13

With your partner:

• Utilizing the list of "The Association should have
prepared a contract..~", p. 6A-13, create the elements
which would be found in a contract to repaint your
building.
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-OH#6-14

• Write down in your journal:

•
• What is the most important thing you learned about

contracted services?

• What steps do you need to take in your condominium
'association with regard to contracted services?

• •

•

•

•

•

•

•
6-27
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Time: 2 hours, 25 minutes

Session 7

Personnel Management

GETTING STARTED (5 minutes)

1. Welcome participants back and briefly explain that we
want to move from managing contractors to managing
full-time staff.

2. Review the session objectives. Show OH #6-1.

OH#6-1

Session Objectives

• Establish work requirements and needed skills for the staff
positions you will most likely need to fill in your
condominium.

• Develop clear job descriptions.

• Learn techniques for recmiting and hiring employees.

• Identify the necessary leadership, training, tools, and
motivation you will need to maximize employee satisfaction
and performance.

• Develop methods for dealing with employee discipline and
performance problems.

WORK REQUIREMENTS AND JOB DESCRIPTIONS

1. Large Group Discussion (10 minutes)

Explain that you would like them to identify those tasks
that may require full-time staff. Ask each person to write
down on a piece of paper two or three positions that they
think require full-time staff. When they have fInished
writing, ask for some examples and write them on a flip
chart.

Expect answers such as the following:

7-1
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Janitoriallhousekeeping employees
A front desk concierge
Maintenance employees
Bookkeeper

•

•

Choose one or two to discuss and briefly ask them why
they chose these positions.

Explain the following points (show OH #6-2):

OH#6-2

Decisions about

• how many employees to hire,

• what their skill levels should be,

• • whether the jobs should be full-time, part-time, temporary or
permanent

• OH#6-3

Should be guided by:

• the complexity and the volume of work,

•

•

•

•

•

• the level of service the association leadership wishes to
achieve.
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.2. -Group Activity (20 minutes)

Indicate that the fIrst step is to identify the goals of a
particular function. Ask participants to think about
housekeeping as an example. Explain that you want them
to work in groups of three for five minutes to discuss the
-following (show OH #6-4):

OH#6-4

With your partners:

• Identify 2-3 goals for a housekeeper.

• Consider:
the buildings you live in
the level of service you want

Be prepared to share your responses with the larger group.

Take a few examples of goals from the trios. After taking
a few examples, clarify and elaborate on any points you
feel need more attention by the large group. Refer them to
the course book on page 7-12 to read a detailed description
of the duties which a housekeeper may be asked to
perform. Ask participants what they think of the list of
duties.

Make the following points as appropriate.

• Your goals form the basis for a job description;
therefore they need to be realistic - if they are not
attainable it will lead to employee frustration and
job dissatisfaction. The results will be poor
perfonnance and unhappy association owners.

• One of the best ways to determine how realistic the
goals are is to try to do the job yourself. Take into
account what an experienced employee could do
(maybe faster than you might be able to) when you
set goals for the position. Another advantage to
doing the job yourself is that it will help you
supervise the employee, since you have had that
experience frrst hand.
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Sumnuzry ofKey Points (15 minutes)

Use the following overhead to summarize the key points
regarding what needs to be considered in analyzing staffing
requirements to reach your goals.

e

•

e·

e

•

OH#6-5

Analyzing Staffing Requirements

Can these goals be reached without hiring a new employee?

Is the need temporary or permanent?

What will it cost the Association in salary and benefits?

Does the level of service justify the cost?

To whom will the new employee report?

Refer to their course books, page 7-3, "analyzing staffmg
requirements needed to reach your goals", which contains
the infonnation on the overhead, plus a couple of other
points.

Explain that they will need to develop a job description for
each position, based on the goals and their analysis of
staffing requirements. The job description:

• acts as an agreement between the employee and the
association, documenting the obligations of each
party;

• • fonns the basis for evaluating the employee's
petfonnance, giving the supervisor a tool for
rewarding work well done and suggesting
improvements in specific problem areas.

•

e

•

Refer them to the example of a job description on page 7
15 in their coursebooks. Ask them to read it individually
for a couple of minutes. Then identify examples in the
sample job description that demonstrate the points made
above (obligations of each party, job aspects to evaluate)
and ask participants for questions or comments.
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HIRING NEW EMPLOYEES

1. -Introduction (2 minutes)

Explain that the work they will have done on job
descriptions will help them in the hiring process. The time
and effort they put into this process is a worthwhile
investment, making their jobs much easier by increasing
their chances of getting the right person for the job.

2. Paired discussion (12 minutes)

Say that you would like them to think about the steps in the
hiring process. Ask people to tum to the person next to
them and discuss the following for 2-3 minutes (show OH
#6-6):

OH#6-6

With your partner:

• Identify 4-S steps for hiring a new employee

Be prepared to share your responses with the larger group.

Take a few examples. Refer them to page 7-4 in their
course books, "Steps in the Hiring Process", and ask them
to read it

Ask if they have any clarification questions. Note briefly
the ones they already identified in their duos. Then spend
time as appropriate explaining one or two points you feel
are particularly important

3. Discussion ofAdditional Resources (6 minutes)

Finally, refer them to some additional resources in the
coursebook on pages 10-18 and 10-19, "Sample Interview
Questions" and "Outline for an Employee Manual".
Indicate that these are tools for their use, and that they may
adapt them to their particular situation. Emphasize how
important it is for them to set up procedures that are
consistent, and to document them. The manual serves that
purpose: it should keep employees infonned on the
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association's regulations and policies and give supervisors
the support they need to enforce those policies.

Reflection (5 minutes)

Ask participants to think about and write down in their
notebooks what was the most important thing they learned
from the discussions on work requirements, job
descriptions, and hiring new employees. What questions
do they have regarding this material.

Give them a few minutes to complete that and then ask for
some examples of what people thought was most
important Answer any questions they might have.

•
BREAK (10 minutes) Take a brief stretch break.

EMPLOYEE PERFORMANCE AND SATISFACTION

•

•

1. Introduction (10 minutes)

Explain that in this session you want to discuss how to
obtain the best results from employees while ensuring that
they are satisfied with their job. Ask participants to work
in groups of three for five minutes to answer this question
(show OH #6-7):

•

•

OH#6-7

What do you think employees need most from their supervisors or
managers in order to perform well?

Please identify positive actions.

Ask for one example from each trio and write the answers
on a flip chart. Encourage them to use positive language,
such as "he/she should" instead of "he/she should not".
Expect answers such as the following:

•

•

•
•
•

Treat them fairly.
Give clear work instructions.
Provide resources to do the work.
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". Listen.
..... Help solve problems.
-. --Be positive.
-. Be flexible.
• Pay people on time.
• Provide feedback on performance.
• Explain why they need to perform a task.
• Help them feel their contribution is important
• -Be appreciative - saying ''thank you" for work well

done.

Thank them for their contributions. Explain that all of
those aspects are important Typically, the relationship
with an employee consists of a series of work conversations
about various tasks you would like them to perform. It is
during these conversations that the supervisor needs to send
the clear and positive messages mentioned above. In order
to cover as many of these messages as possible, you may
want to think of the following model (show OB #6-8):

OB#6-8

Plan for a work conversation
.u.

Conduct the work conversation
.tJ.

Monitor work progress
.tJ.

Provide feedback on work quality

7-7
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2. . Presentation and Group Discussion (10 minutes)

• In the first step, plannin& for a work conversation with an
employee, it is important to think of answers to the
following questions (show OH #6-9):

•

•

•

•

•

OH#6-9

For whom the work is being done:
Association members whom you want to satisfy

Why the work needs to be done:
Health and sanitation (cleaning)

Safety (maintenance ofboilers. etc.)
Economy (maintenance, etc.)

Explain how important it is to always have the owners
(client) in mind. Employees need frequent reminders of

____wl1~mJh~yJleed to satisfy and how the owners will benefit
from the employee's work. Itkeeps people motivated and
gives them a sense of importance in the work they do, no
matter how routine or menial it may appear.

Another aspect of planning is to think about the task to be
performed by answering the following questions (show OH
#6-10):

OH#6-10

• What is the task?

• How best can it be done (quality standards)?

• • Who is best qualified to do it (job description)?

• Who is available?

• When does it need to be done?

•

•

•

• How win you check on progress?

7-8



Session 7: PenonnelManagement

Identify an example of a typical housekeeping task, and ask
participants to provide answers to these questions, thinking
of their own experience. Take a few answers, then say we
are now ready to have the conversation with the employee.
Give the following model for conductin~ a conversation
(show OH #6-11):

OH#6-11

1. State what the task is.

2. Why the task is important, and its priority.

3. Solicit questions as you proceed; get input, agreement

4. Reach agreement on quality, time line and support needed.

5. Clarity on next steps and how the work will be monitored.

Explain that in order to verify that your instructions are
clear, it is important that the conversation be two-way
instead of all one way, which is why step 3 above is very
important. Refer them to the more detailed explanation in
their course books. Answer any questions they may have.

3. PresentIJtion and Group Discussion (15 minutes)

Ask participants why is it important to monitor work
progress. Expect answers such as:

• To make sure the work is being done properly.

• To provide support where needed.

• To gain a better understanding of the work to be
done.

• To be aware of possible problems the employee
might face.

• To show the employee you are interested in his
work.

• To collect information useful for a performance

7-9
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feedback conversation.

Then ask how can one monitor work. Expect answers such
as:

.• Walking around the building and grounds on a
regular basis.

• Greeting people when they come to work, or talking
to them at the end of the day, asking how things are
going, what is working well, what problems they
see.

•

•

•

•

OH#6-12

Meetings set up during the work conversation to
check progress.

Then explain the following (show OH #6-12):

Good monitoring:

• Is a "tw(rway street" You are open to be checked with, as
well as to be the "checker."

•

•

•

•

Is built on agreements made as a part of the work
conversation, and is tied to the performance of those
agreements. It is not a smprise.

Is regular, consistent, and timely.

• Is planned.

•

•

•

•

4. Group Discussion (30 minutes)

Say that performance feedback is a critical step to ensuring
good employee performance and mutual satisfaction. It
often becomes the basis for agreements about future
performance. It therefore needs to be given frequently,
with attention given to opportunities for positive feedback
as well as to corrective feedback. Too often we only see
and talk about what people are doing wrong, and we forget
to see and talk about what people are doing right Explain
what performance feedback is. Show OH #6-13.
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OH#6-13

Feedback is:

Giving someone specific, descriptive info~aqon about their behavior
and its impact - both positive and negative.

Give participants a minute to reflect on any incident in the
past when a supervisor gave them either positive or
negative feedback, or they gave an employee positive or
negative feedback. Get several volunteers to share the
specifics of these incidents and tell how they felt about it.
What could have been done differently or better?

Say that when giving performance feedback it is important
to focus on specific performance, and not the person.
Therefore, avoid using judgmental language, such as "that
was a stupid thing to do", or even ''you are a nice person".

Ask participants what is wrong with those statements. If
necessary, explain that the fIrst statement gives the
impression you think the person is stupid, and will get a
defensive or negative reaction. The second one is not
specific and may not come across as sincere.

7-11
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Give an example ofhow to deliver a feedbacK message.
Show OH #6-14.

OH#6-14

A complete feedback message has three parts:

1) Describe action or behavior - what the person did.

"When you responded quickly and enthusiastically to the
emergency••.. "

2) - . Describe the impact on people.

"...it really comforted both me and her (the Association
member)•.. "

•

•

3) Say what the result or consequence of the behavior and its
impact waslis.

"...as a result herproblem was solved quickly and cheaply
and she now has much more confidence in our services. "

Say that was an example of a positive message. Here is a
corrective message. Show OH #6-15.

•

•

•

•

•

OH#6-15

"When you responded slowly to the emergency and you acted
unhappy about it, your response angered me and caused her (the
member) to be very anxious.••as a result the problem got worse, cost a
lot more money, and she has lost confidence in our services."
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···Say that there are some good guidelines to follow any time
'you must give an employee constructive critisism: (show
08#6-16):

OH#6-16

• State the problem you have with the employee's performance
and the facts surrounding the incident or poor performance.
then listen to the employee's perspective of why things went
wrong.

• Explain how his poor performance affects the overall
operation. explaining its impact on everyone who will be
affected (owners. other employees. the manager. the budget.
etc.) Get agreement from the employee that there is a
problem.

• Explain the consequences which may occur if the poor
performance should continue.

• Ask the employee to help ftnd a solution. Come to an
agreement of steps he will take to prevent further problems or
improve his performance.

5. Reflection (5 minutes)

Ask participants to think about and write down in their
notebooks what was the most important thing they learned
from the discussions about employee performance and
satisfaction. What questions do they have regarding this
material.

Give them a few minutes to complete that and then ask for
some examples of what people thought was most
important Answer any questions they might have.
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OH#6-1

Session Objectives

• Establish work requirements and needed skills for the
staff positions you will most likely need to fill in your
·condominium.

• Develop clear job descriptions.

•

•

•

•

Learn techniques for recruiting and hiring employees.

Identify the necessary leadership, training, tools, and
motivation you will need to maximize employee
satisfaction and performance.

•

•

•

•

•

• Develop methods for dealing with employee discipline
and performance problems.
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OH#6-2

. Decisions about:

• how many employees to hire,

• .what their skill levels should be,

• whether the jobs should be full-lime, part-time,
temporary or permanent.
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OH#6-3

Should be guided by:

•

•

•

•

•

•

•

•

•

•

•

the complexitY and the volume of work,

the level of service the association leadership wishes to
achieve.
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OH#6-4

With your partners:

• Identify 2-3 goals for a housekeeper.

'. .Consider:
the buildings you live in
the level of service you want.

Be prepared to share your responses with the larger group.
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"OH#6-5

Analyzing Stafting Requirements

Can these goals be reached without hiring a new employee?

.Is the need temporary or permanent?

What will it cost the Association in salary and benefits?

Does the level of service justify the cost?

To whom will the new employee report?
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:OH#6-6

With your partner:

• Identify 4-5 steps for hiring a new employee

Be prepared to share your responses with the larger group.
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=OH#~7

What do you think employees need most from their
supervisors or managers in order to perform well?

Please identify positive actions.
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Plan for a work conversation
JJ.

Conduct the work conversation
JJ.

Monitor work progress
JJ.

Provide feedback on work quality
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OH#6-9

For whom the work is being done:
Association members whom you want to satisfy

Why the work needs to be done:
Health and sanitation (cleaning)

Safety (maintenance of boilers, etc.)
Economy (maintenance, etc.)
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OH#6-10

• What is the task?

• How best can it be done (quality standards)?

• Who is best qualified to do it Gob description)?

• Who is--available?

• When does it need to be done?

• How will you check on progress?
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OH#6-11

1. State what the task is.

2. Why the task is important, and its priority.

3. Solicit questions as you proceed; get input, agreement.

4. Reach agreement on quality, time line and support
needed.

5. Clarity on next steps and how the work will be
monitored.

.:.
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'OH#6-12

Good monitoring:

• Is built on agreements made as a part of the work
conversation, and is tied to the performance of those
agreements. It is not a surprise.

• Is a "two-way street." You are open to be checked with,
as well as to be the tIchecker."

• Is regular, consistent, and timely.

• Is planned.
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OH#6-13

Feedback is:

Giving someone specific, descriptive information about their
behavior and its impact - both positive and negative.
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OH#6-14

A complete feedback message has three parts:

1) 'Describe action or behavior - what the person did.

"When you responded quickly and enthusiastically to the
"·emergency....

2) Describe the impact on people.

"...it really comforted both me and her (the Association
member)... "

3) Say what the result or consequence of the behavior and
its impact was/is.

"...as a result her problem was solved quickly and
cheaply and she now has much more confidence in our
services. "

'2,.D1
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OH#6-15

"When you responded slowly to the emergency and you acted
unhappy about it, your response angered me and caused her
(the member) to be very anxious...as a result the problem got
worse, cost a lot more money, and she has lost confidence in
our services."
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OH#6-16
• State the problem you have with the employee's peIfonnance and the

facts surrounding the incident or poor peIfonnance, then listen to the
employee's perspective of why things went wrong.

• Explain how his poor peIfonnance affects the overall operation,
explaining its impact on everyone who will be affected (owners, other
employees, the manager, the budget, etc.) Get agreement from the
employee that there is a problem.

• Explain the consequences which may occur if the poor peIfonnance
should continue.

• Ask the employee to help find a solution. Come to an agreement of
steps he will take to prevent further problems or improve his
peIfonnance.
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Session 8

Developing and Enforcing Rules

GETTING STARTED (15 minutes)

•

•

•

•

1.

2.

Welcome participants back. Ask them for some examples
of rules that residents in their associations are expected to
respect. Get a few examples. Then ask why those roles
exist Get a few responses. Expect responses such as
preserving the quality of the property, respecting their
neighbors' rights, keeping maintenance costs down, etc.
Then ask what are some typical violations of roles that they
encounter. Again. take a few answers.

Explain that each condominium association has its own
unique set ofcharacteristics, not only the physical aspects
of the buildings, but where it is located, as well as the
demographics of its residents. Securing a peaceful living
environment and an attractive building and grounds may
require different measures depending upon the unique
characteristics of the association. The condominium
Association Agreement may give the association direction
on how to govern or manage itself, but it usually does not
offer owners and residents the day-to-day roles they need.

Review the section objectives. Show OH #8-1.

OH#8-1

•

•

•

•

Section Objectives

Identify approaches for the Executive Committee to develop and
adopt reasonable rules which will preserve and enhance residents'
quality of life and protect and enhance the value of the property.

Discuss ways of obtaining the greatest possible cooperation from
owners in obeying rules.

•

•

• List procedures for dealing with those who violate rules, from the
friendly reminder, to an official hearing before the Executive
Committee.

ADOPTING RULES
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1. Small Group Discussion (40 minutes)

Note that the need for rules governing apartment living is
not something many p~ople have to be convinced about.
However, these roles need to make sense to a majority of
owners and should avoid being excessive and/or
unenforceable. There are some guidelines that you may use
that will lead to better cooperation by owners in complying
with the rules. Explain the steps to take before adopting
new rules.

OH#8-2

1. Give each proposed rule the ''test of reasonableness" as
follows:

• Will most owners will be able to comply?

• Is the rule too drastic in scope?

• Is the rule designed to benefit a majority of owners?

2. Notify owners in writing well in advance that the board is
considering a given rule, give them a copy and explain why
the rule is being proposed. Give them a forum to comment.

Refer participants to page 8-3 in their course books, "Steps to
take before adopting new roles" (including the sample letter to
residents). Ask. them to read them and ask for any clarification
questions.

Explain that most associations begin with a basic set of rules, often
titled "Use Restrictions for the Common Areas." Explain that you
would like them to work in small groups to practice applying the
test of reasonableness to a basic set of rules. These rules are in
their course books on page 8-8, entitled "Sample: Use of Units
and Common Elements." Divide up the roles beginning with
Roman Numeral I, assigning an evenly divided set to each small
group. Give them the following task (show OH #8-3):.

OH#8-3
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With the others in your small group:

• Read the set of rules assigned to your group.

• Choose 2-3 you would like to discuss.

• • Based on your own experiences. apply the "test of
reasonableness" to each rule. and decide which ones would
work in your association and which ones would not. Be ready
to explain your reasons.

•

e·

Have one person in your group ready to report out the answers.

Give them 20 minutes for this task. After they have imished, ask
each group to report out briefly.

RULES ENFORCEMENT PROCEDURES

•

•

•

•

OH#8-4

Communicate:

• Early

1.

•

Large Group Discussion (15 minutes)

Ask. why do people fail to comply with rules? Take a few
answers. Then explain that often people do not know about
the rule, or did not understand the impact they had in
violating the rule. So communication is the key to
cooperation. Here are four steps to good communication
(show OH #8-4):

Honestly

• Completely

• In a Positive Manner

•

•

.Explain that the first step is to communicate either in person or
over the phone with a friendly conversation. explaining the
problem, why it is a problem, and listening to their side of the
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story. Many times this is all that is needed. But do it early. and
never in anger. Ask participants what happens when they
approach people with anger in their voice, or with a reproachful
tone. Add to their answers that people do not want to feel as
though they are being scolded. or treated as children, and that a
respectful tone will often be much more effective. both for the
problem at hand. and for your long-tenn relationship with them.

Explain that it is important to be fair and consistent in order for the
enforcement of rules to be effective. Therefore. every person who
violates the rules should be treated in the same manner. with the
same due process procedures. Ask people to read page 8-13 in
their course books. "Using due process when enforcing rules".
Ask if they have any clarification questions.

2. Small Group Discussion (30 minutes)

TRAINER'S NOTE: Use flip chart here.

Ask participants for some typical examples of rules violations they
have seen. List them on a flip chart. Explain that you would like
to give them an opportunity to practice holding a conversation
with an owner who has violated a rule. Then ask them in their
small groups to do the following (show OH #8-5):
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OH#8-5

In your small group:

• Identify a violation from the flip chart you would like to
discuss.

• The others in the group observe and take notes as to the
Committee member's choice of words and the tone of voice,
taking into account the reaction of the owner.

•

•

•

•

•

•

Ask for a volunteer to play the role of the Executive
Committee member responsible for dealing with residents
who violate rules. The others will play the role ofowners who
have violated the rule in question.

Each volunteer Committee member has a conversation with
an owner.

The observers give feedback to the person playing the
manager.

•

•

•

•

•

•

• Continue with another practice session pn a different
violation, time permitting.

Give them 15 minutes for this task. After they have fInished, ask
them what worked well and what was difficult with this exercise

8-5



-.~ ...--

Session 8: Developing andEnforcing Rules

3. Reftecdon(10nrlnure~

Ask participants to think about and wrire down in their
norebooks the answers to the following questions (show
OH#8-6):

OH#8-6

Write down in your journal:

• What is the most important thing you learned about
developing and enforcing rules?

• What steps do you need to take in your condominium
association with regard to developing and enforcing rules?

• What behaviors will you be particularly attentive to when
enforcing rules?

Give them a few minures to complere that and then ask for some
examples of answers to the two questions. Answer any questions
they might have and close the session.
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• OH#8-1n===================================================;'1
Session Objectives

•

•

• Identify approaches for the Executive Board to develop
and adopt reasonable rules which will preserve and
enhance residents' quality of life and protect and
enhance the value of the property.

•

•

•

•

•

•

•

• Discuss ways of obtaining the greatest possible
cooperati0J? from owners in obeying rules.

• List procedures for dealing with those who violate rules,
from the friendly reminder, to an official hearing before
the Executive Board.
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1. Give each proposed rule the "test of reasonableness" as
follows:

• Is it likely that owners will be able to comply with
the rules?

• Is the rule too drastic in scope?

• Is the rule designed to benefit the majority of
owners?

2. Notify owners in writing well in advance that the board
is considering a given rule, give them a copy and explain
why_the rule is being proposed. Give them a forum to
comment.
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OH#8-3

With the others in your small group:

• Choose 2-3 you would like to discuss.

•

•

•

•

•

Read the set of rules assigned to your group.

Based on your own experiences, apply the "test of
reasonableness" to each rule, and decide which ones
would work in your association and which ones would
not. Be ready to ~xplainyour reasons.

•

•

•

•

•

•

Have one person in your group ready to report out the
answers.
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OH#8-4

Communicate:

• Early

• Honestly

• Completely

• In a Positive Manner
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• OH#8-5

In your small group:

• • Identify a violation from the flip chart you would like to
discuss.

• Ask for a volunteer to play the role of a property
• manager. The others will play the role of owners who

have violated the rule in question.

• • Each volunteer manager has a conversation with an
owner.

• The others in the group observe and take notes as to the
• manager's choice of words aiId the tone of voice, taking

into account the reaction of the owner.

• The observers give feedback to the person playing the• manager.

• Continue with another practice session on a different

• violation, time permitting.

•

•
8-11
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OH#8-6

Write down in your journal:

• What is the most important thing you learned about
developing and enforcing rules?

• What steps do you need to take in your condominium
association with regard to developing and enforcing
rules?

• What behaviors will you be particularly attentive to as a
property manager when enforcing rules?
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Session 9

Communications

GETTING STARTED (5 minutes)

•

•

1. Welcome participants back and let them know that the
techniques learned in this session will enhance the success
rate of every program and effort in their condominium
association, including every system learned in previous and
future sessions of this course.

•

2. Explain that this session will be focusing on
communication and the importance of having a
communications program. Show OH #9-1.

OH#9-1

Session Objectives

•
• Introduce the idea that a condominium association should

develop a communications program.

•

• Demonstrate the benefits of such a program.

• Provide the procedures, tools and tips to help associations get
started with a plan for their community tomorrow.

DEMONSTRATION OF COMMUNICATION

•

•

•

•

1. Introduction (5 minutes)

Explain that we want to demonstrate two different types of
communication; one way communication and two way
communication.

Ask for a volunteer to help you. Reassure the volunteer
that he will not be embarrassed. The volunteer will be
called the instructor, and will be giving instructions to
people so that they will be able to complete an assignment.

TRAINERS' NOTE: You will need to have the instructor's
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forms (entitled Chart I and Chart HJ ready and the chart
for recording the time it-takes to do the task and the
accuracy predictions. Draw a large version ofthe chart on
a flip chart in advance. These forms and chart are found at
the end ofthis session.

2. Instructions (10 minutes)

Ask participants to take out a clean sheet of notebook paper
and pencil. Give them the following instructions (show
OH#9-2):

OH#9-2

The instructor will give you directions for drawing a series of squares.
Draw the squares on paper exactly as the instructor tells you. You
may not ask questions or make any audible remarks during the
exercise. Simply draw your own squares without speaking or looking
at anyone else.

Allow two minutes for the instructor to study the
arrangement of the squares in Chart I. Then, ask the
volunteer instructor to turn his back to the group, and begin
giving instructions for the drawing. Remind the group to
draw as quickly and accurately as they can, without asking
any questions.

TRAINER'S NOTE: Be prepared to time both round one
and round two ofthis exercise as described below.

3. Recording Results ofRound One (5 minutes)

Time how long it takes the instructor to complete the
instructions and put the total on the (flip chart) chart for
Recording Time and Accuracy next to Round One.
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dAfi RChart or ecordin2: nne an ccuraey

Time Total No. Total No. Actually
Estimated Correct Squares
Correct Squares

Round
One

Round
Two

e.

•

• Ask each participant to estimate the number of squares he
has drawn correctly, add up all the estimates given by the
participants and put the total on the chart beside Round
One.

•• 4. Round Two (10 minutes)

•

•

Repeat the exercise, using Chart n, but explain to
participants that during this round they will be able to ask
questions and seek clarification from the instructor.

Give the volunteer instructor Chart n and allow him to face
the group and respond to questions during the drawings.
Stress to the participants that they may ask any questions
they wish for clarification. Be sure to time how long it
takes for round two, and put the time on the chart under
Round Two.

•

Have participants estimate how many squares they have
drawn correctly in this round of the exercise, and record
the total estimates on the chart.

. 5. Con-eet Diagrams (5 minutes)

•
Thank the volunteer instructor, and pass around Chart I and
Chartn and ask the participants to count the ACTUAL
number of squares they drew correctly. Record the total
number of correct squares on the chart.

•
9-3
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6. Group Discussion (15 minutes)

Lead a large group discussion of the exercise by asking the
following questions:

A. How did you feel during the first exercise? What
was your reaction to how accurate you actually
were?

B. What made it easier to complete the second
exercise? How did this affect your confidence?
How did you feel towards the instructor?

C. What have you learned about communication from
this exercise?

TRAINER'S NOTE: You are lookingjor responses on the
importance ofasking questions in order to increase
understanding and confidence in ability to do what is
desired. Typically, participants feel frustrated in the first
round because they are not allowed to ask questions and
theirfinal product is inferior to round two. The similarity
is to one-way communication where the receiver ofthe
information cannot ask questions or respond to the giver of
the information. This might be parallel to written
newsletters, memos or lectures where people are not
encouraged to ask questions.

7. Lessons Applicable to Associations (5 minutes)

Building on the previous discussion ask participants to
identify how this exercise might be similar to situations
where owners, Executive Committee members, and
property managers have to communicate.

Ask participants what they think is most important to
remember about communication. Tell them to write
themselves some notes in the participants' course books.
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TYPES OF COMMUNICAnON

1. Ask participants to list the various ways owners and
Executive Committee members can communicate with
each other.

•

•

2. Summarize (5 minutes)

Refer participants to the chart on page 9-3 of their course
books to briefly summarize the four types of
communication. Stress the point that listening is the fIrst
type of communication to use if you want to be understood
when you communicate. Show OH #9-3.

•
OH#9-3

The four basic types ofcommunication are:

Speaking, Reading, Writing, and Listening

•

•

•

•

•

•

3. Seek to Understand (5 minutes)

Briefly underscore the lesson taught on page 9-4 of the
participants' course books, entitled "Seek First to
Understand; Then to be Understood" to stress the benefIts
of listening firSt.

Explain that a wise Executive Committee wants to get the
opinions of owners and therefore they need effective ways
to hear from the owners.
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4. Ways ofListening

Recap that there are five ways to hear from owners (show
OH#9-4):

OH#9-4

Suggestion Box

Resident Questionnaires

Open Forums at Board Meetings

Question and Answer Columns in Newsletter

Unit Owner Surveys

5. Group Discussions (20 min.)

Divide participants into five groups and assign each group
one of the methods. Then give them the following task
(show OH #9-5):

OH#9-5

Locate the information and samples of your assigned topic in your
course book on page 9-5. Study the information mid samples of your
topic to get a clear understanding of its content and meaning.

Discuss with your group and be ready to answer the following
questions to the larger group:

1. What would you need to use this method?

2. What advantages are there to using this method?

3. What disadvantages are there?

4. What advice would you give anyone wanting to use this?
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Reportsfrom Groups (15 minutes)

Have each group report on their discussions. After each
presentation, ask if there are any clarifying questions or
additional comments that participants want to make. Be
sure to add any comments you think need to be stressed.

Communicating in Writing (5 minutes)

Explain that as we discussed earlier written communication
is a means of one-way communication where the reader
does not have a chance to ask questions and he forms
opinions from the way the message is written and delivered
as much as the contents. Use the following flip chart to
explain the importance ofcommunicating early, honestly,
completely, and positively (show OH #9-6):

OH~

Guideposts to Good Communication

•

•

Communicate Early

Communicate Honestly

Communicate Completely

Communicate In a Positive Manner

•

•

•

•

8. Written Notice to Residents (15 minutes)

Refer participants to page 9-8 of their course books and ask
them to read the notice to "All Residents".

Divide participants into groups of three and ask them to
discuss the following (show OH #9-7):
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OH#9-7

Pretend you live in the building and you just saw the notice in the
elevator. You cannot make the meeting tonight but you definitely
have opinions on this issue.

What would your reactions be to this notice?

What do you think will happen at the Executive Committee meeting
tonight?

You have 5 minutes.

Ask some of the trios to share their reactions and then
discuss what contributed to these reactions and what they
would like to do differently if they were going to post an
announcement and use the four guideposts of good
communication.

TRAINER'S NOTE: You want participants to identify
things like more advance notice, more positive wording.

Refer participants to page 9-10 of their course books to
look at a sample of the same notice which was rewritten.
Have them assess how it reflects the four guideposts of
good communication. Show OH #9-8.

OH#9-8

Review the information and sample materials on this method which are
found on pages 9-8 - 9-10 in the course book.

Identify 1-3 key facts about this method that you would like others to
know.

Be prepared to share this with the others.

You have 15 minutes.

OTHER FORMS OF Co.MMUNICATING (5 minutes)
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1. Show OH #9-9 and briefly describe the numerous other
forms ofcommunicating in an association.

OH#9-9

Newsletters
Individual Correspondence
Community Resident Directory
Rules and Regulations
Welcome Letter
Resident Handbook
Committee Interest Fonn

Explain that instead of presenting a lecture on each of these
sample materials. they are being provided in the course
book for their review.

WRAP-UP (5 minutes)

Ask one or two participants if they can think of any specific incidents in their
associations where good communications made a difference. or where one of the
methods taught here today would have been useful to obtain better results.

Ask for any fmal questions, and wrap-up the session.

9-9
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OH#9~l

Session Objectives

• Introduce the idea that a condominium association
should develop a communications program.

'. -Demonstrate the benefits of such a program.

• Provide the procedures, tools and tips to help
associations get started with a plan for their community
tomorrow.
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OH#9-2

The instructor will give you directions for drawing a series of
squares. Draw the squares on paper exactly as the instructor
tells you. You may not ask questions or make any audible
remarks during the exercise. Simply draw your own squares
without speaking or looking at anyone else.
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The four basic types of communication are:

Speaking,- Reading, Writing, and Listening
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•

Suggestion Box

Resident Questionnaires

Open Forums at Executive Committee Meetings

• Question and Answer Columns in Newsletter

Unit Owner Surveys

•

•

•

•

•

•

•
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OH#9-5

Locate the information and samples of your assigned topic in
your course book on page 9-5. Study the information and
samples of your topic to get a clear understanding of its
content and meaning.

Discuss with your group and be ready to answer the following
questions to the larger group:

1. What would you need to use this method?

2. What advantages are there to using this method?

3. What disadvantages are there?

4. What advice would you give anyone wanting to use this?
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OH#9-6

Guideposts to Good Communication

Communicate Early

Communicate Honestly

• Communicate Completely

Communicate In a Positive Manner

•

•

•

•

•

•
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OH#9-7

Pretend you live in the building and you just saw the notice in
the elevator. You cannot make the meeting tonight but you
definitely have opinions on this issue.

What would your reactions be to this notice?

What do you think will happen at the Executive Committee
meeting tonight?

You have 5 minutes.
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··OH#9-8

Review the information and sample materials on this method
which are found on pages 9-8 - 9-10 in the course book.

Identify 1-3 key facts about this method that you would like
others to know.

Be prepared to share this with the others.

You have 15 minutes.
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Newsletters
Individual Correspondence
Community Resident Directory
Rules and Regulations
Welcome Letter
Resident Handbook
CorrmritteelnterestFonn

Session 9: Communications
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Session 10

Developing the Management Plan

Time: 2 hours, 15 minutes

GETTING STARTED (10 minutes)

•

•

•

•

1.

2.

Welcome participants back. Explain that this session is
-designed to provide the steps necessary to develop a
valuable tool: the Management Calendar of Events. Explain
that the earlier session on Communications is an important
foundation for this session. Developing a management plan
requires using effective two-way communication skills. It
involves meeting with people in large and small groups,
giving clear explanations of the planning process among
other things, and listening carefully to what Executive
Committee members and other owners have to say.

The purpose of this session is to provide the procedures for
conducting a management planning session in a
condominium owners' association, and for creating a
comprehensive Calendar of Events for the Executive
Committee to follow.

Review the session objectives. Show OH #10-1.

•
OH#lo-l

Session Objectives

•

•

•

•

•

•

•

Demonstrate pwpose and benefits ofgood planning in a
condominium owners' association.

Discuss the process of long-term planning through a
planning/goals session; identify the roles of the Executive
Committee and owners in the process.

Develop a final product of the planning/goals session: a
comprehensive Management Calendar ofEvents.
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THE PLANNING TEAM

1. Ltuge Group Discussion (15 minutes)

Explain that management is defined as "the process by
which individuals and group efforts are coordinated so as
to achieve pre-detennined goals.tl An association must
establish and understand its goals in advance and have a
plan to direct all effort towards achieving the goals, if it is
to fulfill its mission.

The fmt task of a governing body of any organization is to
establish goals, outline the policies that will be the
guidelines to accomplish the goals, and approve procedures
and tasks that will carry out the policies. This is known as
the planning process.

The Executive Committee is the association's governing
body with the authority to initiate and lead the planning
sessions which will be introduced in this session.

Establishing the standards for services; setting goals, and
then adopting policies and tasks to reach the goals - these
are the elementS of good planning, and a team effort is
required to achieve the best results. The team consists of
(show OH #10-2):

OH#10-2

The Planning Team

• The Executive Committee

• Any management staff

• Committee members and other Owners.

Refer participants to the concept of the "Resident
Questionnaire" discussed on page 9-5 of the
Communications session in their course books. Ask them
to reflect on it briefly and give them a minute or two to do
this.
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Pairs Discussion (15 minutes)

Ask participants to discuss with the person sitting next to
them the following questions. Show OH #10-3.

•

•

•

•

OH#10-3

You are two board members preparing a resident questionnaire. You
hope the answers on this questionnaire will tell you what
improvements the owners' would most like to see in the condominium
owners' association.

How would you word a question to encourage owners to share their
concerns and desires?

Write a question you would include on the questionnaire, and be
prepared to share your question with the group.

After they have finished discussing with their partner, ask
for a few examples of the questions they wrote.

Stress that the purpose of this exercise was to emphasize
the importance ofgetting input from owners early in the
planning process.

PREPARING FOR A PLANNING SESSION

•

•

•

•

•

1. Small Group Discussion (20 minutes)

Explain that to prepare for a planning session the Executive
Committee and any committee chairpersons hold a
meeting, and create an initial list of priority issues they
believe the association should address; these will be the
major agenda items addressed in a planning session. The
list may look like this: (Distribute Handout #10-1.)
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Handout #10-1

• Replace elevator#2.

• Improve quality ofmaintenance and housekeeping service.

• Repair roof.

• Improve communication with owners.

• Deal more effectively with delinquent owners.

• Replace defective hallway lights.

• Develop unused basement space into income-producing commercial lease space.

•

•

•

Tell participants that we will come back to this list and add
to it in a few minutes.

Explain that the next step is sending a questionnaire to all
owners advising them that the Executive Committee will
conduct a long tenn planning session on a certain date, and
providing them with the initial list of issues. Owners are
asked to list any other association issues which are
important to them, and to provide their list to the
Committee in advance of the planning session.

Emphasize that, of course, not every item on the list will be
accomplished, but the planning session will provide the
forum for a thoughtful decision-making process for
prioritizing the goals.

Ask everyone to take a minute or two to consider the
building they work or live in, and be ready to name the~
thing they personally would most like to see improved, and
be prepared to explain to the group how they believe this
improvement would impact positively on a majority of
owners. Ask them not to select something that is already
on the sample list.
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TRAINER'S NOTE: Useftip chart here. If there are a
.large-numberofpartidpants in the class, have them do the
above exercise in pairs instead ofindividually.

After giving them a few minutes to think of this, get their
answers and list them on the flip chart. Make sure they
explain why they think their suggested improvement
should be apriority. Then, explain that you would like to
take three of the items from the flip chart and add them to
the list passed out earlier. This list will then be used in a
few minutes when we will practice the planning and
conduct of a planning session. Ask all participants to come
to the flip chart with their pen or pencil and put an "x"
beside three items on the chart which they believe should
take priority in an ~sociation's plans based on the
explanations given. They may not mark more than three.
Find the three issues which received the most votes, and
ask everyone to add these to the handout list

Large Group Discussion (10 minutes)

Explain that in a few minutes we will-have a short working
session to simulate the work done in an association
planning session to tackle this list But fJISt, you would
like to go over a few points.

First Point: Explain that WleraUy. little will be
accomplished at the plannim: session if too many people
participate. but the Executive Committee should invite a
limited number of owners who haye been active in the
communitY or have expressed interest in yolunteerin~.

During the planning session it will be necessary to break
out into small working groups to discuss the issues, and
you will need enough people to do this. This should be
explained in the questionnaire and owners may sign up if
they wish to volunteer to participate in the planning
session. Some Executive Committees have established
committees such as the Finance, Communications, and
Maintenance Standards. The chairpersons of these
committees should participate.

Second Point: Almost eyer,ytbin~ discussed at a plannin~

session will cost money. so the Plannin~ Session must be
tied to the Bud~t Process. Schedule the session a month
or two in advance of the preparation of the association's

10-5



Se88ion 10: Developing the Management Plan

next budget Of course, every issue discussed will not be
funded, but the time to discuss this is before the budget is
developed.

Third Point: All Executive Committee members should
plan to attend and participate in the wannim: session. In
particular, the association treasurer should prepare for the
session by reviewing the f"mancial condition of the
association, and should be prepared to answer questions as
to what budget categories would be used to pay for
proposed repairs or improvements, and what the current
and projected funding is for the category.

3. Large Group Work (45 minutes)

Explain that although it would take too long to simulate an
entire planning session, assure participants that the steps for
conducting a planning session are provided in their course
books. At this time you would like for them to practice
one element of the planning session, where the Executive
Committee and owners look at a list of the important
issues, and narrow their sights on the issues they will tackle
in the coming 12 months. The purpose of this exercise is
to practice working together to get a consensus.

____________ Asktb-.eparticipantstopretendthat-theyare all owners in a
100 unit condominium building attending the
condominium's annual planning session. Explain that
everyone may participate as an owner, but call for seven
volunteers to play the following specific roles.
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"

ROLES: (1) Association President; (2) Association
Treasurer; (3) Chairperson of the Maintenance Standards
Committee, (4) Cha.iIperson of the Communications
Committee, (5) a senior citizen owner who is attending the
planning session because she wants to convince the
Executive Committee to do something about the many
broken hallway light fixtures, (6) a representative of the
local municipality representing the 20 units they own.

Explain that the meeting has just been called to order,
and that they have 30 minutes to meet one objective: agree
on which items on the list for the association to accomplish
this year.

Ask the volunteer Association President to preside over the
meeting. Ask the President to read aloud for everyone his
"speech" which states the purpose of the planning session.

TRAINER'S NOTE: This speech is found on page 10-6 of
the participants hand book, but you should have made a
copy ahead oftime to give the volunteer President.

After he has finished reading the speech, stress key points
that were made.' Explain that these points will be the rules
to be followed during this activity:

1. Focus on where the association wants to be one,
two and three years from now.

2. Look at the list and narrow our sights on as many
issues as we think we can begin to address this year.

•
3. Decide which issues are safe to defer until next year

or the year after. Are there any which should be
removed from the list?

•

•

•

4. During this part of a planning session, make sure
everyone has a chance to speak.

5. - - --Berealistic.-Be flexible. -listen to tltecreative ideas
of others.

Make sure everyone refers to the list of desired
improvements, and help the "meeting" get moving to the
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extent necessary. Act as a moderator for this meeting, and
jf they begin to get bogged down in details remind them
-that the goal is to end up with a few of the items on the list
(3-4) that they believe the condominium association can
make" progress on.

4. Discussion o[Group Work (15 minutes)

After the meeting has ended, fust ask the people playing
each role how the meeting went, what the experience was
like, what was easy, what was difficult. 'Then ask people
how they think such a meeting would work in real life.

Then explain that the next step in the planning process is
very siIriilar to a process they have already learned during
the Facilities Maintenance session; namely establishing
standards and goals. Simply put, in a planning session
small groups would be formed next, and each group would
be assigned one of the priority items from the planning list.
They would discuss what the specific goals and standard
would be and what tasks are necessary for completion of
the item. Suggest that they take a few" minutes to read
pages 10-7 and 10-8 of Session 10 in their course books,
"Establishing Standards, Setting Goals and Identifying
Tasks".

TRAINER'S NOTE: Use Flip Chart Here.

Select one person in the audience and ask him to select one
of the items on the list he believes should be a top priority
for the condominium association to accomplish.

Write his selection at the top of the flip chart. Underneath
it, make three columns with the following headings:

STANDARDS GOALS TASKS

Ask participants what standards the association should set
for accomplishing the item, and what the goals and tasks
might be. Refer back to the explanations of these in their
course book if they have difficulty with this.

Next, ask participants to look at the sample checklist for
the Management Calendar of Events on page 10-8 of
Session lOin their course books. Specifically point out
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that the tasks developed at a planning session were
included on this checklist and the dates when theyshould
be completed.

Stress that this list of dates and tasks is a great tool to keep
the Executive Committee on ttack to meet their objectives.

Reflection (5 minutes)

Ask participants to think about and write down in their
notebooks the most important thing they learned about the
planning session. Answer any questions they might have
and close the session.
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OH#lQ-l

Session Objectives

• Demonstrate purpose and benefits
of good planning in a
condominium owners' association.

• Discuss the process of long-term
planning through a planning/goals
session; identify the roles of the
Executive Committee and owners
in the process.

• Develop a final product of the
planning/goals session: a
comprehensive Management
Calendar of Events.
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OH#1~2

The Planning Team

• the Executive Committee

• Any management staff

• the Owners
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:OH#10-3

You are two Executive Committee members preparing a
resident questionnaire. You hope the answers on this
questionnaire will tell you what improvements the owners
would most like to see in the condominium association.

How would you word a question to encourage owners to
share their concerns and desires?

Write a question you would include on the questionnaire, and
be prepared to share your question with the group.
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Handout #10-1

•

•

•

e·

•

•

•

•

•

•

•

•

•

•

•

•

•

•

•

•

Replace elevator #2.

Improve quality of maintenance and housekeeping service.

Repair roof.

Improve communication with owners.

Deal more effectively with delinquent owners.

Replace many defective hallway lights.

Develop unused basement space into income-producing commercial lease space.
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OH#lQ-4

Write down in your journal:

• What is the most important thing you learned about
developing a management plan?

• What steps do you need to take in your condominium
association to implement this planning process?

10-14


