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Responses to Participant Questions (in red): 
 
We'd love to know the best way of transforming community from a run-down place into 
somewhere people want to live. 

• Communication & education are critical, but it also requires SHARING A VISION about 
what the community could become and what that will realistically cost.  That requires 
many different types of communications (verbal, written, townhall meetings, owner 
meetings, expert presentations, visuals, etc.) done in many different formats (large 
meetings like townhalls, Owners Forums, small group meetings, 1-on-1 conversations, 
living room conversations, drop-in discussions, emails, videos, letters, etc.) 

 
How to convince Boards that keeping assessments the same is actually a BAD thing. 

• Share the Cobblestone story from Common Ground magazine.  Invite an outside person to 
talk to the board and community.  Ask questions to get the board to understand their role 
is not to keep dues low or keep the current owners happy, but it is to follow their 
Declaration & Bylaws which requires them to maintain the property (regardless of the 
cost).  You must help the Board to understand the impact of inflation.  Sometimes you 
must be prepared to leave the client if the Board doesn’t have the political courage or 
vision to property perform their responsibilities. 

 
Restore a 50-year-old property with landscape and drainage issues. 

• Many people are visual learners – so pictures on these issues are helpful.  You also should 
bring in experts like civil engineers and landscape architects to describe the deficiencies, 
provide solutions, and pay for the visuals to show people what the fix will be and what it 
will cost.  Plan so that you have time to develop the financing plan before the physical 
issues become a crisis management situation. 

 
The best ways to set responsible dues and explain why they are necessary in an extremely 
clear fashion. 

• Use the chart I presented showing people that if you fail to set dues according to the 
market pricing, then eventually the HOA Credit Card will build up.  You can’t stop Mother 
Nature & Father Time! 

• The free market sets the price for operating costs and deterioration costs – not the Board.  
The only choice the board is really making is IF THEY ARE GOING TO FUND THE 
RESERVES or force future owners to bear the burden of their short-sightedness. 
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How to combat board apathy to invest in their community. 
• Ultimately, you may have to find new board members.  If the current board refuses to get 

educated, then you must educate the broader community and support sound leadership 
to get elected. 

• This takes time – and we need education programs for ALL HOMEOWNERS, not just the 
Board members.  After all, it is the homeowners that elect board members. 
 

How to explain dues increase at HOA annual meeting. 
• I use a series of questions to ask owners how the community will react when there is a 

shortfall in reserves during an emergency (sinkhole in the street). 
• Then I use series of questions to get them to understand the impact of not having enough 

money in reserves to cover an insurance deductible and how that will negatively impact 
their lives by not allowing us to fix the property and they must leave to go live elsewhere 
while we ask owners for special assessments and collect the money. 

• Then we move into true cost of capital replacements and how to calculate that. 
• Lastly, I’m blunt to say … it’s unfair to ask people to serve on the board if the owners are 

not going to give the board members the financial resources (increased dues & adequate 
reserve funds) to manage risk.  So I tell the board to raise the dues and if people don’t like 
they will run for the board – we all know that the negative people rarely run for the board 
because they don’t want the responsibility and personal liability. 
 

How to address individual negative individuals. 
• Listen to them empathetically.  Meet with them 1-on-1.  Thank them for sharing their 

opinion, thoughts or ideas.  But you may have to accept that some people are not ever 
going to change.  You only need 50% or 67% (depending on the Declaration) to move the 
organization forward financially.  Educate the masses, get the votes, pass the process and 
don’t listen to the negative individuals. 

• My philosophy: If you would not ask that person for advice ahead of time about how to 
care for the property and properly fund the reserves, then you should NOT care what that 
person thinks of the solution to care for the property and properly fund the reserves. 
 

The board it not accepting the problems by not raising the dues and refusing their 
responsibilities. 

• Start with the Board President and Treasurer.  Get them to understand that they will have 
some personal liability exposure if they fail to act like a prudent businessperson. 

• Educate the board and community monthly with videos, articles, etc. sharing these 
experiences.  The community must “discover” their shortcomings – you can help them 
discover this by putting information in front of them.  Often, this requires new board 
members. 
 

Street improvement that has been delayed. 
• Inflation is only making this problem more expensive.  Show the Board and Community the 

impact inflation has had on their past decisions to delay.  Then ask them if delays will cost 



them even more in the future.  Bring in concrete experts to answer questions about the 
impact on inflation on concrete or street costs and labor costs in your market. 

 
The best way to get our boards to approve the assessment increases is due to deferred 
maintenance. 

• Bring in experts to point out how deferred maintenance will increase decay and rot and 
only cost the association more in the future.  Bring in contractors to talk about inflation and 
how delays are only going to cost more money. 

• Use different communication methods to get broader support so that board members feel 
safe in making the votes necessary to improve the community. 
 

How to sell the Association Board on Smart Property. 
• Smart Property is an online tool for HOA reserve studies.  While the tool is important, 

more important to the owners is understanding how the data will impact them personally 
and collectively in the future.  This means educating owners that percent funded 
correlates to risk (special assessment, deferred maintenance and other types of risk) that 
can harm individuals and the association. 
 

I'd also like to know the legal ramifications of the process that you went through. 
• Would like more clarification on what “legal ramifications” means in this question, but I 

will tell you that we engaged our attorney throughout the entire process in reviewing 
Declaration & Bylaws, properly noticing meetings, reviewing contracts and engineering 
reports, responding to collection issues, HOA loan closing process, etc.  All legal costs 
were incorporated into the project costs. 
 

How to get boards to approve assessment increases. 
• See previous answers. 

 
How to get board and community buy-in when we have to raise dues. 

• Remember it is the BOARD raising the dues, not the management company.  It may even 
be the OWNERS raising the dues if an owner vote is required.  In any event, remember that 
Owners and Boards can delegate tasks to management, but they cannot delegate 
RESPONSIBILITY.   If the Board or Owners fail in their responsibilities to properly fund 
reserves (i.e. raise the dues), then ultimately the Board and Owners (not management) will 
bear the legal consequences of those poor business decisions. 

• Management may have to send the Board a notice reminding them of the indemnity clause 
in their contract protecting the management company from those poor business 
decisions.  Ultimately, the management company may need to decide if the risks of the 
poor board decisions outweigh the client revenue/profit. 
 

How to teach the Board. 
• Constant education.  Get the board a CAI membership!  Then use articles and videos 

monthly at every board meeting from Common Ground and CAI pointing out how to be a 
better board. 



• Mentor board members in conversations – invite them (and maybe even pay for them) to 
attend these types of webinars.  Maybe the management company hosts an educational 
event – I would happily discuss coming to make a presentation. 
 

Why increasing assessments each year is beneficial for the community. 
• Point out the reduced RISKS each year.  Educate and publish your increasing Percent 

Funded so that owners see the benefits of their increased dues. 
 

How to empathize with the board. 
• Help board members to understand their roles and help educate owners that the Board’s 

role is to make good business decisions, not be the friends or special interest of current 
owners over future owners. 
 

How to not raise dues and assessments, but management expenses. 
• You can only manage expenses so far before there are no more cuts to be had without 

cutting actual services.  Most HOAs are drastically already underfunding their reserve 
contribution (i.e. capital deterioration).  There are no number of cuts in operations that will 
make it possible to fully fund reserves in most associations.  You must be honest with 
yourself and the board! 
 

Is Smart Property software a better compilation method for relaying the details of reserve 
plan projects versus using a static reserve study? 

• I have not used Smart Property software but will explore this reporting function.  If this 
person would contact me later at jeff@west-property.com or phone me at 515.778.7590, 
I will happily share my thoughts. 
 

Something about communities! 
• Hope some of these communication and education ideas were helpful! 

 
How to communicate clearly the reasons for increased assessments. 

• Recommend using many different communication methods – what will work for one 
homeowner or board member will require a different communication method for another. 
 

My Board needs to make a big assessment increase so I just thought I would learn more. 
• Help the Board to see that it will require political courage and a vision to put long-term 

success over short-term. 
 

How to tell homeowners that their dues are increasing substantially. 
• Be honest!  Explain why!  Be factual and not emotional.  People will respond emotionally 

and it will take them time to hear the facts.  Start communicating early and often. 
 

Checking if any new budgeting or assessment setting tools are presented that I have not 
seen before. 

• Hope the communication tools and components formula was helpful. 
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How to get Boards and homeowners to agree to increase and pay assessments/ dues. 

• Communication & education! 
 
Strategies for implementing assessment increases. 

• Implement various communication methods and keep board focused on fiduciary duty. 
 
How to get Boards to understand the importance and relevancy of the Reserve Study and to 
listen to the manager who gives wise council! 

• Board education and communication.  Engage them with CAI resources and these types of 
webinars and experiences. 

 
How did you pay for all of these consultants and mailings? 

• Included all engineers and construction advisors in the capital project costs.  We know 
that paying for these experts saved us more money than we spent.  It increased the quality 
of the construction, which has resulted in very few callbacks and other issues.  It also 
protected the Board, planning committee, and management from claims from owners of 
non-performance. 

 
I'd like to know how involved the manager was during construction? 

• I was involved daily with the construction project.  There were weekly progress meetings, 
but I was on property daily for 3 years – 1 year on roof replacement and 2 years on the 
siding replacement.  In addition, I provided leadership and staff work to the Construction 
Planning Committee, Board of Directors, Finance & Audit Committee and 
Communications Committee that all had roles in the project planning, communication, 
and oversight of the project and loan (financing and accounting plans).  Boards should be 
prepared to pay for these advanced management services, expertise and time. 

 
 

 



 
 
Percent Funded calculation = current reserve fund / fully funded balance.  The fully funded 
balance can be found in Association Reserve reports on the summary pages.  Here is an example: 
 

 
 
Then take your balance sheet and disclose the monthly fully funded balance and report your 
percent funded.  Here is an example: 
 

 


