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CHAPTER 2

BEST PRACTICES FOR RUNNING
AN ASSOCIATION

We are frequently asked how boards should conduct themselves fo umn the|r
obligations. Our recommendations are: : ik

Awareness {
Read your governing documents and follow them. The first thmg' that any director of a
condominium association should do is read the Declaration, Bylaws Rules and Regulations,
and/or CC&Rs that make up the association’s governing; documents A director’s duty is to
comply with and enforce the rules contained in these- documents These documents will outline
some specific duties such as arranging for annual CPA audlts and acquiring liability insurance.
Some of these regulations are actually restatements of obhgatlons that the association has under
state law. As you perform your duties, centmue to conSUIt the governing documents for
guidance. LU Py
Be aware of your community. Some people drlve into their garage, walk from their car
into their home and never venturg, beyond thetr‘ unit. They do not know if there is mold forming
on the outside of their building, if the gutters have fallen off, or-if their next door neighbor has
fifteen cats. This should not be- you Know your neighbors: and res.|dents Look at the buildings.
Examine the Balance Sheets. and Fmanclals As a directof; y@u have both a duty to yourself and
the association to have a gerterai awareness of the bmldlng(s) the commumty, and the financial
condition of your assocna.tlen._ R PR

Give notrce of meetmqs The Iaw requjres you to give notification of all meetings. Keep
a copy of each notlce ‘to whom it Was sent and how it was sent. List the planned topics of
dlscusstpn m the notice, perhaps by provldlng an agenda.
'"Commumcate with the owners. “Ask people what they think is needed. Keep the unit

.,.--','_'.'.OWners lnfermed about important matters other than the meetings. For example, inform them
whert.the- parkmg lot gate will be out of service for scheduled maintenance. It will then be harder
to blame the board if they are inconvenienced.
' . /i Putitinwriting. Convey important information in writing. Keep meeting minutes. Write
""'~newsletters e-mails or letters. Post to a bulletin board or an association web-site. Distribute
minutes from association meetings either on paper or electronically. If there is no written record,

then it never happened. Keep records for a reasonable period of time. Different records must be
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kept for different periods of time, so it may be wise to ask your property manager or attorney
about a record retention policy. o 3%

It may be helpful for the association to adopt a process for creatlng and keeplng records.
For example, if the association has a meeting minute book, adopt a practlce for raking sure the
approved meeting minutes are signed and, along with any important, attachments are put into the
book after each meeting. Correspondence with owners, financial records and other important
documents can also be preserved in the book. It’s not enough 10 know that a writing exists
somewhere; you must also be able to find that writing when you neeg. it.

Property managers may be able to collect much of the correspondence but the obligation
is on the Board to make sure that it is done adequately Prlnted cdpies of e-mail communications
approved minutes reflect what the Board or the Assomatron has actually done.

Run Your Meetings Properly o

Conduct meetings according to a: set aqenda Whether or not you’re required by law or
the bylaws of your association to prepare a meetlng agenda do so anyway. It makes taking
minutes easier, helps deal with matters’ ll‘] an: orderty manner and ensures that issues are not
forgotten. Keep a copy of the agenda ln the record

Keep good minutes. Mlnutes are thé-recorded history; of the proceedings of your
association and should accurately summanze the topics dlscussed and the decisions made at
meetings. They should not Hg overly verbose but you want a reader to understand how the
association arrived at decrstons Mlnutes should contarn records of all motions, nominations,
votes and actions taken; Mlnutes and supporting documents hke ‘¥éports from the property
managers and consultants are the paper trail that wrll support you if someone accuses you of
acting unreasonably .' TN

Don’t conduct assOC|at|on busmess 0utsrde of meetrnqs Important issues are best
discussed and voted on at meetings. tt allows for people S oprnrons to be swayed by debate and

LA less deSIrabIe alternatlve that may be available to associations that do not have open-
i meetmg fequirements is to conduct a vote of the board by e-mail. This is less preferable since
Iess.,cfebate is likely to occur this way, but if all members are unanimous on an issue, it may solve
""-...'f."-sc.heduling problems. If an e-mail vote happens, those e-mails should be printed and entered into
thié record of the association. Best practice would be to ratify the e-mail vote at the next regular
meeting.

Budget & Plan for the Future
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Make a budget and keep to it. Many associations run into diffi'éolttés because they do
not budget wisely or because they fail to keep to their budget. The maln'operatrng account of the
association should have enough to pay for all anticipated expenses and some ‘amount of
unanticipated ones, too. When energy prices went up recently, ,many ‘assciations were not
prepared to deal with the large increase in utility costs. Many assomatlons don’t have adequate
operating reserves to pay the insurance deductible in the event of a fite or water leak. An
association should never have to levy a special assessment for ba3|c monthly expenses such as
utilities. Well run associations have adequate reserves, in thelr Operatlng accounts for normal
expenses and in their maintenance reserve accounts for major repairs to the buildings.

Your governing documents may have reqmrements for a budget. Once your board
approves the budget, make reasonable efforts. to adhere to it. You may have a duty to provide a
budget summary to members after that proposed budget is approved by the board. See RCW
64.34.308(3). Good communication dlctates provrdlng the budget to all owners no matter what.

Keep track of the money. The, Washmgton Condominium Act requires that associations
have sufficient financial recards to compty ‘with generally accepted accounting principles.
Condominium associations need to have ‘an annual CPA audlt if there are fifty or more units.
RCW 64.34.372. Even though smatter associations have- the optlon to vote and waive the audit,
make sure that if an audit- Were to be done, the financial records would be in order. If you choose
not to obtain an audit, make sure ‘you approprlately document the vote by owners of that
decision. o SR

because it glves aprofessmnal oplnlon on. the condltlon of the bU|Id|ngs and upcoming major
expenses Don t-Use these reserves to rnake drscretlonary expendltures like lobby remodels or

Good Deersmn -making

.-"",.-Dlrectors are meant to Direct. Being passive is not what association directors are elected
for ‘Boards must be aware of what is going on with the association. Failure to take actions that

_,are needed may result in harm to your association and liability to you. Sometimes doing nothing
_.is the right course of action, but in those circumstances you need to decide that inaction is the

best course and document that decision.

Get outside advice when you need it. Association directors are often called upon to make
decisions in areas of expertise that they are unfamiliar with. Being elected by your neighbors to
run things does not mean that you automatically have knowledge of accounting, construction,
etc. Courts have found that adequate investigations and information are necessary in order for
actions to be considered reasonable. If you know you are not competent to evaluate structural
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damage to a building, the logical thing to do is to get someone who rs qualrﬁed to advise you and
make recommendations. Then you can make an informed decrsron : _' .

Don’t let important matters wait. If informed of safety JSSUGS budget shortfalls, or other
issues in the common areas, you should endeavor to be as proactrve as possible and to attend to
any concerns in an appropriate manner. TR

Enforcing Rules : %
Be consistent in enforcement. When enforcrng the rules in your association, treat
everyone equally. Selective enforcemerit may Iead to the waiver of a rule or to liability for you
personally and for the association. R
Balance free use and emovment There needs to be a balance between the free use and
enjoyment of one’s own property and the rlghts of one’s nelghbors not to be bothered by those
activities. One of the functions ofa condomrnrum assocratron i3 to help ensure that neighbors act
in accordance with rules that everyone agreed to when they purchased (The Declaration, Bylaws
and Rules & Regulations. ) It 18 your Job to find and enforce that 'balance with the use of the
governing documents and- rnput from your communitys®, %%
Seek compromlse Enforcrng rules just for: the sake of enforcrng rules neither endears
you to the owners nor protects you and the assomatlon from I|ab|I|ty If an owner makes a

request other than the exrstence of the rute try to be accommodatlng Sometimes a compromise
will avoid costly Iegat éxpense later on It may aJso preserve good relations among neighbors
which is always a posrtrve result. "
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