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Dear Leaders:
This year marks CMA’s 25th
anniversary of serving the
community management
industr y. Though our
business has its own
significant challenges,
we at CMA find our work
stimulating and exciting.
We recognize that as volunteers, your service to others
demands time, presents challenges,
engages you in problem-solving, yet ultimately we hope that it is rewarding. We commend
you for your service and are happy to be working in partnership with you.
As volunteers in your communities, you no doubt experience the symptoms of pressures
exerted on your association and its owners. Should circumstances come up which test your mettle,
this issue presents practical coping strategies and innovative ideas to help your association
adapt with grace under pressure.
We know your time is valuable and hope you find the Leadership Advisor worthy of that time.
Sincerely,

LEADERSHIP
DEVELOPMENT

Practical Leadership
for Stressful
Situations

What are the first words that come to mind
when you think about stress? Although
"stress" has become synonymous with something bad, such as traffic jams and too many
work demands, some stress is good for you.
Positive stress adds anticipation and
excitement to life when you are confronted

Judi M. Phares, CMCA®, PCAM®
Publisher
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The Villas of Valley Ranch is a 25-year old community of condos facing some thorny, but not
uncommon issues. The 124-unit property is in need of new roofs, along with drainage
upgrades and gutter replacements. Their costs of exterior and interior repairs due to roof
problems are climbing. Landscape refurbishment to raise the canopy of the mature shade
trees will require a substantial outlay. Faced with deferred maintenance and limited reserves,
the Board has recognized that a sizeable special assessment will likely be required to fund
more than $1 million in capital improvements.

Journey to Consensus
Like many associations, VVR has increased assessments in past years to cover expenses. This
Board is aware that many associations face strong opposition from owners who must vote to
(Please see “Neighbor” – page 2)
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Leadership (continued from page 1)
by a demanding situation which you think
you can handle. Imagine the thrill of running
a track event, taking a ride on the roller coaster,
or taking up a challenging project at your
workplace. Deadlines, competitions, confrontations, and even our frustrations add depth
and enrichment to our lives and motivate us
to achieve our best performance.
On the other hand, as a leader, you may
observe the symptoms of disharmony and
distress in your association. When negative
stress threatens to overpower a situation, you
can improve your ability to cope. By following
these tips, you can defuse distress and create
conditions to encourage grace under pressure.

Appeal to a Sense of Fair Play
A source of friction in many communities,
nearly every association harbors the man,
woman or family that refuses to follow the
rules. One of the challenges of Boards is
dealing fairly with compliance issues. What
seems like justice to one person appears to
be a special exception to another.
A recent study by UCLA scientists found
that the human brain responds to being
treated fairly in the same way it responds to
winning money and eating chocolate. Being
treated fairly turns on the brain’s reward cir-

cuitry. The study observed that when participants begrudgingly accepted unfair situations,
they felt dissatisfied. The scientists concluded
that the brain responds very positively when
people felt they “got a fair deal.” Inherently
people may feel rewarded just by abiding by
the rules if they perceive them to be fair.
How can your Board exhibit a sense of fair
play? Keep your cool, and enforce the rules.
Clearly establish and follow your community’s
enforcement policy, adhering to the rules of
due process. Communicate to community
members regularly about rules enforcement.
If enforcement was previously lax, for example,
about parking on the street, publicize the
change with courteous reminders and a fair
warning about the deadline when more stringent enforcement will begin.

Keep Costs in Line
If your association is strapped by shortfalls
in assessments, you may have to consider
cutbacks in operations. What were once
affordable conveniences, such as extended
hours for the clubhouse or pool, may no
longer be justified to accommodate the desires
of a few. For example, to cut or offset the
costs of electric usage and maintenance, the
association may need to impose fees for use

of the clubhouse, or reduce the operating
hours for the swimming pool.

More Cost-coping Strategies:
• Increase your insurance deductible. That
should lower the annual premiums. The
downside is that you will have to pay more
every time you file a claim.
• If sending non-official correspondence, use
e-mail instead of U.S. mail to save postage
and handling time. Post newsletters and
other communications on a community
website. Please note that your governing
documents may require that certain official
communications be mailed.
• Consider selling advertisements in your
newsletter.
• Weigh charges for services not used by
everyone. Why not impose a modest fee
for guest parking or swimming pool passes?
• Hold a community work day, recruiting
volunteers to do simple cleanup tasks, such
as picking up litter. Avoid tasks that might
present undue risks, such as allowing a
member to climb up on a ladder or roof.

Model Civility
Some communities are seeing a move to
re-emphasize civility in public conduct. Being
(Please see “Leadership” – page 3)
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levy a one-time special assessment. Rumors,
factions, and misunderstandings among a few
can create tensions which undermine sound
decision-making.
The VVR Board has taken a proactive,
grassroots approach to strategic planning.
They have hosted a series of neighborhood
business meetings, inviting small groups
of owners into their homes. The neighbors,
in turn, have been invited to expand the
network, by inviting two or three more
neighbors to the next meeting.
The meetings followed a timed agenda
and were facilitated by CMA Vice President
Paul Grucza and Association Manager
Brenda Braden. “From the start, the focus
was on listening, informing, sharing ideas
and concerns, and discussing options,” said
Grucza. “Allowing this buy-in time softened
the reality of what the costs will be for the
members and helped to facilitate the repairs
that they need to do.”

Shared Responsibility and Other
Principles
Some principles have emerged from the
VVR strategic planning journey.
1. Cultivate a consensus for major decisions
at the grassroots.
2. Start and stay on the high road, no
matter what.
3. Find objectivity within the conflict.
4. Seek options; set aside pre-conceived
notions.
5. Maintain the dialogue in a friendly
atmosphere.
6. Be patient and persist. Follow the process
to reach consensus on a strategic plan.
7. Move forward when you have a buy-in of
the majority.
“It has been extremely worthwhile to invest
time in face-to-face dialogue with neighbors,”
said Board President Rick Stokes, a 7-year resident of VVR, following the annual meeting.
“By listening to options and addressing
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potential objections, we’ve defused conflict
and laid the groundwork for a plan that
everyone understands and can support. Our
meetings have been productive because we
have gained greater community awareness
and a shared sense of responsibility.”

The Board of Directors of the Villas of Valley Ranch.
Pictured left to right: Judy Hyslop, secretary; Rick
Stokes, president; Arlene Mierow, member, and
Kisa Kearney, member. Not pictured: Shannon
Bard, vice president.
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kind in a litigious society is disarming
because it’s unexpected. In our times of
relentless self-indulgence, it is good to keep
in mind that restraint and sacrifice are necessary for functioning well among others.
According to Yale law professor Stephen
Carter, "civility is the sum of the many sacrifices we are called to make for the sake of
living together." Sacrifice is part of civility.
Carter, however, believes that sacrifice is
powerfully linked to self-interest, for those
who practice civility find it a very efficient and
captivating way of accomplishing their goals.
As leaders, Board members ser ve as
community role models. For example,
they set aside personal interests, follow rules
and practice orderly business procedures,
which inherently display respect for others.
Their model sets the tone for all association
interactions. See the related articles about
the Villas of Valley Ranch Association and
A Plan to Prime Prospects to find more
ideas about how communities can apply
these principles.

Relax. There’s an Upside to Pressure
Effectively coping with stress can develop
positive traits — a sense of fairness, tact,
commitment, problem-solving, self-discipline,
listening. These and many other positive
qualities are acquired through practical leadership applied with finesse in stressful,
character-building situations. That’s the
essence of grace under pressure.

LEADERSHIP
DEVELOPMENT

Stressed About Finding Volunteers?
Here’s a Plan to Prime Prospects
Finding community volunteers takes planning
and vision. The true volunteer wants to know
that their time will be well-spent, productive,
and they might actually have fun. Start seeking out candidates for the Board months before
election time. No tricks, no traps; here are some
tips on how to win over hesitant prospects.
• Punch up the job by helping prospects
create a vision. What holds many back
from volunteering is fear of the unknown
and being trapped in an open-ended
commitment.
• Schedule meetings far in advance.
Set expectations for accomplishment by
identifying points in time when decisions are
going to be made. Decision-making is
focused in predictable intervals. Eliminate
the excuses that someone is already busy or
booked. Create a sense among members that
someone really is steering the association.
• Get business done. All meetings should have
a well-defined action item agenda. Instead of
“discuss the pool contract,” use a phrase
which clearly specifies the action, such as
“approve evaluation of the pool contract.”
• Distribute the agenda in advance.
Meetings are more likely to stay on task.
Members know the actions which will be
considered.
• Time limit your meetings. It’s up to the
chair to move things along. Agree on the
length of the meeting and then keep that

promise. Use a timer to keep the meeting
on track. It works.
• Follow meeting protocol. Structured
meetings will make for better, sound decisions. Use Robert’s Rules, or modifications
thereof, to create structure and define
discussion parameters.
• Invite members to attend meetings.
Letting members audit board meetings
eliminates rumors. Allow some time for an
owner forum, but have the chair keep
order. Once the meeting commences,
members may stay, but not interrupt. This
is a great way to evaluate the next crop of
prospective volunteers!
• Keep a sense of humor. There are few topics in an association that are life and death
matters. Lighten up to keep business from
becoming ponderous or confrontational.
If an owner or board member makes it a
habit of being rude, insist in private that they
leave it at home, not attend that particular
meeting or step down from the Board.
Paul Grucza, CMCA, AMS, PCAM and Regional VP of
CMA, contributes regularly to industry publications.
These tips are excerpted from an article which first
appeared in Contact, First Quarter 2008, a publication
of the DFW chapter of CAI.

Here’s a helpful resource website for leaders of
volunteers.

Coming to CMA …
The Next Generation of Association Software
In coming months, CMA will implement advanced accounting and operations software applications (in collaboration with CINC Systems).
The software will integrate many of the helpful tools the company currently offers to associations with convenient new features, such as
viewing an association’s or owner’s violation and ACC histories.
Here’s a sampling of more exciting new features. Board members will be able to directly access financial reports through an association
website portal, eliminating the waiting time for review until the next scheduled board meeting. This should save time and help speed the
decision-making process.
Committee members, such as the Welcome Committee, will have the capability to access new owner information on a daily basis. All
owners will have direct and immediate access to their owner accounts, which will contain not only financial transactions, but also include
copies of any and all correspondence relating to their account. They’ll also have the ability to handle their own address changes online.
CMA is eager to have your association benefit from the latest technology. Custom development and testing of the new system is underway,
with an anticipated rollout in the fall. Look for more details in a future edition of CMA’s Leadership Advisor.
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TECHNOLOGY UPDATE

Online Balloting Comes of Age
The growing use of computers and the
Internet has led owners’ associations to look
into conducting their elections, from boards
of directors to bylaw changes, on the Web.
Yet online systems have been slow to catch
on, because of security and privacy concerns,
the need for bylaw changes to accommodate
them, and the lack of computer/Internet
availability among the voting members. In
most associations, paper elections have been
the most common method used to conduct
elections for years. However, distributing and
tabulating hundreds of paper ballots is more
expensive and time-consuming.
The good news is that online balloting
offers a time-saving option for elections, and
public confidence in the technology is
advancing rapidly. Internet applications are
fast becoming more secure, reliable and
robust. A new generation of online election
services will offer “hybrid” options. These
hybrid systems allow organizations to conduct

online elections, but still provide voters with
the option to use paper ballots, which
can be tabulated into one system
easily. The hybrid strategy allows
an organization to slowly transition
to a fully online system, allowing
voters and administrators the time
to familiarize themselves with it.
The governing documents of
associations vary as to their restrictions and conditions for conducting
voting and Board elections. Your
association’s CC&Rs may or may
not currently permit this electronic
option. Should your association be
interested in offering online voting, you
may wish to consult with an attorney
to advise you on alternatives which
comply with your CC&Rs and the
applicable Texas laws.
For more information about online
elections, read an article.

Helping to Achieve a Dream
On a sunny Saturday in April, CMA employees and friends turned out for a build project with Trinity Habitat for Humanity. An army
of volunteers swarmed the construction site, working side-by-side with the future homeowner. Following a CMA tradition of
“Charity of the Heart,” employees chose the project to help celebrate the company’s 25th anniversary, and salute the spirit of
“Community. Well Served.” Pictured here: Members of the afternoon work crew.
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The 21 Indispensable Qualities of a Leader
by John C. Maxwell
How do you become a person others will want to follow?
Leadership expert John Maxwell defines the essence of
key traits which distinguish great leadership. Each chapter
is structured to drive home steps to develop these qualities
from the inside out, including thoughtful quotations and
anecdotes to illustrate each trait. This is an indispensable
book for your personal library.

972-943-2800
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The CMA Association
Leadership Forum returns
to the agenda on Saturday,
February 28, 2009, at the
Stonebriar Country Club in
Frisco. Please save the date
Community.Well Served.
for this important education
and networking event. Look for more details about our exciting program in
coming months.

Quotes
“Courage is grace under pressure.”
--Ernest Hemingway
“People who fight fire with fire usually end up
with ashes.”
--Abigail Van Buren

5

