(Mote: This articln was origimally writlen ke
and pubitshed by New England Comdomininm
Maganne If 15 intended to be read by all in
fhe ndustny, series providers - ncluding
mangagaers - ard Bogrd maembers alive. |

card members and service providers
are infringically fiad to-sach oiher,
having the symbiotic retationship of
s and meed fulfilbment Eggf_:,u:n&

agamannﬂs wihiks ki _a_mud:h-h-g
providing thil ssndcs. I-Eeems like & match

made in heseeen, righl? Wed, In our business,
somatimes it doesn work oul thal way.
Atthough things may start out just fine where
everyone iz on the same page, the
relafionship Bebween sepnce providers and
Board members cin grow conbenfious. &5 time
goes on because Hoard-membess doo't

Make no mistake, 3 good working relationship
with a service provider is nal confined 1o the
fact that you pay your bill an fime (though thid

heips), but 5 predicated wpon trust and
miulual respect

When there is a loss of that tust mutual
rezpect the relatonship begins a natursl
progression downmeard. Each party becomes
suspicious af the olher, their motvations and
their abilifies, The relslionship e settles in
to an "Us v. Them™ atfilude, This afliteds =
what | call The Great Divide. Board Mermbss
W, Sarvice Frovders.

K you have been a Board mesmber ar @
service provider you probably know ecacly
whal | am lalkeng about So, let me take a
moment bo examine some of the most
przvalent reazons The Gresl Dhvds happens.
Qur review in this afide wall b2 focused on
sgme of the breakdogns that acour withn the
dperations of the Board of Direstors. And lest
you Bk | am witing sincily from & senice
provider stand poind - 1 am also a Board
memiber on my homeownes's association and
have seen all of these first hand from bath
asdes of the fence. We will focus an the break
direm wathin the realm of the senvice provider
in & subsequent arbicle.

Lack of Civilify
Although a Bckm‘:u_uﬂr BRHTIS mﬂa_lu

;_U_'ﬁcﬁ't_ﬁ_ﬂﬂﬂ_lﬁ'ﬁ' (note this past
residential eleclion), most of us wouldn't
dream of freating the people we woek wilh,
Irwe with or socialze with in the manner that
rmany Bosrd members el senice
providers {and, at times, their_ homeowners).
For some I'H-'hﬂ'i T

that agling fowards slbers g legs than ol
manner - which sometimes detenorates o 1o
downright nedeneszs, or even slander or libal,
iss an apoertable practice,

| nave expenenced Board mcnturs w:ll
pound the table, put the se

the ol with map =, publict

ﬂl‘_'l'l glthe

qmﬂ:h‘-f [Uf_hmmﬂ'} revisit £
g and gengrally

mﬂhm_a__am_.nm_.ﬂi—maknﬂ-—ﬁmm
migerable, | never have bgured out the “why™
of this behavior, bl | have Seen # up close
and personal a5 a manager and a5 a Baard
member. Experence tells us that this type of
behavior doesn't work in the long run, and
that poobleps nesd—to be reviewsd and
cussed in 1 civil manner for there 1o be any
of recifying those problerns. Conducling
busziness in this fashion also eams respedt -
s asthorily = for the Boand .

Let's siop, take a breath and treat each other
the way we would like to be treated, A lads of
ciglity is_often the first step.in qreating The
Greal Divide bebsssn Board members and
SErvice providers,

Maintain Business Hours
Lefs fece i neither Bosrd members nor
siErvice providers are al their best when, after
a long day at the office o in lhe Beld, they
muest athend a Board meeting thal may o on
past 10 or 11 pm. And the fad that Boards
continue to insist on meeting at night (inshesd
of mestng at, say, 4pm) & deiimentat-fo-the
Board, the sepaoe peraiders, and ylimately,
the homeouwners.

Can holding Board Meetings duting. reguiar
buginess hegrs foster befter relations with
your service providers? The answer = a
resounding "FES, becauze i shows thal you

respect rvice pooviders as business
people. Eumnass 15 ang when busingess

should be conducted. It shows res
your seryice proviger's e, which & respect
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1.
MMEEWIHIM Plan

your meetings earlier - Think late aftemoon
ar early marming.

{1 do not Gy e blame for fus penchice s
solsly &t the feet of Board rmembers
Management companies that comhnee the
prachce of allowng chents fo kesp their siaff
out 85T 10 ar TTpm seversd mighis per mankh
aret fusf as e, i ool mone, fo e for
than Sosmd membars. |

Profossionsl matian

Another cresdor of The Great Divide is the fact
that senice providers - and especialy
managemant service providers - ane often not
given credit by their Beards “YErBelNg
professionals in their fiekd (and you would be
surpnzad o find how mamy senvice providers -
from landscape contractors to managemsant
ehall - are degreed indiveduals, andior are
considered  forensic  experis by the
murth,.  Board members offen bresel these

individusls as lﬁm,mﬂm_lhm_uh_ﬁvd
sacredary of gopher who's opinion i

and just gets y of the direction the
Beoard weanls to head.

People who provide senices 10 azsodations,
especially if they hawve been around awhile,
do Ihis job because they good ab i and they
know their Sluff, You wouldn'l attempd to t=d
your dentist that you knew whiat was belber for
your tecth - becwse, well, you've had heeth
all your life s0 you must know as much about
them as he or she does. 5o,

Service  provider's  profescional  ghdly  and
mimg‘ﬁmm telling them their job, ar
dismissing their mecommendations o of
hand. To guote a frend of mine, “fou don't
knows what you don't know" Giving your
servioe providers credit where credit iz due -
in recogniion of their professional ability,
another way to keep The Great Divide from
forming in the first place. If you find you
cannol respect them as professionals, then
you may need find different service providers
that et your expectations,

{And & word to senice pronaders: Rormemiber,

A% you present FoUrsall and your Sanices, 50

shal your client ireat you.}

corlimued o padge 45,
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-.covtirmueed from page 11

Accept of the cost af deang business.

Another maker of the Gread Drade = the
canfinual_hargen Bogrd members aboul
_;Ed: of thew senvice provider's coniradds
and -r,qmns -ar!-er mnH!B.{:tLJJ-E‘E_ been
nc:_gm-:ucd .m_:ugnﬂ, Now, Board members
asking good queskions inoa polite manner
about expenses and the cuses thedeol are
one thing. But sending angry and emabonal
ermails, making nasty phone calls, o being
personally  confrontationsl  about  sprinkler
parts, copy charges, lime sheels, hourly rates
oF what hava you - am: not going 1o change
those costs, Fuel costs mse, insurancoe costs
nse, bor costs nse - and i wou think your
service providers are not going fo have fo
pass it on to eir clienls, you are iving in a
famasy worki  And afler monthe of th
of insidious _behavior, your staff or service
providers stan becoming defensive beciuse
thc rrl5.,,-_°-'.1gE ou are sending o them iz fhis:
TRUST THEM.
F‘Ef;ue don't want Lo wark fer people who don't
trust them. They become resenthd.  And the
Board members] bBecomo  osenm  mone
diglrusiful. The only =nd fo the oyde is both a

—continued from page 29

Bubstandard or ouwt of specification
materials. Unforlunately, substandard
material usage Bl always  immedabely
evident to & Board of Dirgctors, It might kake
months, or years, for a Board to figure ouf that
the maofer they conlracied with in good faith
five years ago {and & now oul of business)
uzed defectve roofing prodeds (purchased al
a discount!) which, five wears later, have a
failure rade of 808, Ouch. This shor-temm
profit to the service provider has caused long-
tarm fiaar for the consurmer and the Board now
views the senace provider a5 one of "them,”

Poor communication. Many service
providers are wery, very good al whal they do,
yel aren® so0 good when it comes o
mmmumicaling with the Board andior their
representalives.  Comemunication  problems
come most commoanly in beo fomms wiitEn
and omal. Written Tailures starl wath poory
written proposals, poorly thought oul and
wrilten e-mail, un-clear billing, and less-than-
erale witlen responses to gueries by the
Bioard ar homeowners Poar ol
communication can range from unanswered
o conlinuously busy office phone Bnes, no

—.Ccovitinued from page 79

What can you do¥ The decision making
process is sufficently complcested in the first
place to bedevl academnics; the no-decsion
raking process is equally compliciled, The
process eould be likened to what goes on in a
blage bme A myslery oo complicated fo
quantify? Mayhe, There are boaks aplenty on
how to make a good decgion, bul gelting your
supervisors of Boards fo make a decizon?
Mot g0 much.  If & decision is yours fo make
and you feel d i too overwhelming, seck help
from a mentor, aEpply some of the techniquees
for successiul decson makmg, and look at the
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review and adjustmenl of the sssociation’s
owersight system, or installalion of a new
Board or new service provider or staff
member, What & waste of ime and energy on
everyone’s parl. Lel's bridge the gap by fidng
the real problem, and move an.

Be Productive!

Your Sandce providers work wery hard for your
compumily, and probably many others, Thy
haree several olher Board meetings to atend
besides yours in the coming month. So, let's
respect cueryone's irme, work and confribution
and by being when we come bo meelngs
Lefs have our agendas, pRofifize our isSues
and diligently gel to busimess, all the while

ml:rl.ring farward and followang Qur
agenda. Board mgelngs are dor makng
decigions on behalf of the fion, nob foe
uenhgg su{amm:g ing or phg Baing

saductive al those mestings shows respect
for your Service providers, yourseives and
your commumity and goes @ wery loag way
iowards bridging The Great Dividie

These are just a few of the things Boards can
do the Brdge The Divide thet can form
between them and their service prowviders.
Most of them are really quie simple, and to be
fair, most Board members probably don’

voicemail, and no or umimely response ko
voitemails, paegers or email. From the sendce
provider's paint of view - they aflen feel that
their work “speaks for ibself” and they don'l
really nesd to be resdidy available to the
Board once they start the job. Wl
unfofunately, somse mes the work Qoes
speak (negatively) for dsell and Ehal's why &
member of the Board, or their staff, needs to
find the service  provider.  Mow., Poor
comrmuniclion creales 3 gap in st

Az 5 service provider, if your communication
zkills are weak, know this s something you
roust amprove. I for some reason wou aen:
unable, or urwilling, to work on this, make
sure somesne an your skall s al the resdy o
answer the phone, send emails o wile thoss
leflers or bids. Good communication skills go
2 lapg wey bowasds oblaining and retaining
contracis with comemunily  assocabions and
their Boards af  Direclors. Good
communication oreates a feching of openness
and honesty, and tells the Board thad you
respect and trust them enough to be fherne
when ihey need you, and to be upfront about
challenges you may be having, Thiz in fum
allows the Board o place mome faith in e
SiErvice provider.

rool cauze for your inabidity to decide, IF the
decizion iz mot yours to make, unforunately,
thizrez is nal @ whole lol you can do other than
remove  your  personal  Peelings from  the
equation.

Unfortunately for us, a fow of those no-
decision makers were just re-alecied to the
Board, and, wezll, you understand, don't you?
Footnotes: 1. Sadan, Eksheva [1997)
Empoeement  and  Comrmundy  Flanning:
Theory and Practicr of People-Fooused Socal
Solubons. Tel Awnv: Hakibutz Hameuchad
Publishers (in Hebrew). Peter Bachrach and
Moran Baraly inlraduced the no decision-
ma]-;jng in 1970 as a theory bor conbrolling

reafize the mmpact of these sesmingly =mall
ways to keep relabons from souning. The pool
of service providers is not infinite, and ey do
tilk_1o_one angnér 1 Vour asSodalion
becomes undesirable to work for, pretty soan
everyone knows about it and no one really
wants to work with you anymore, no matter
hiow much money you have

Your service providers are there to do jus
thal, provide & senvice. And though your
assocation is non-profit, the service provider
iz not, nor do you want them to be. When
Board of Direciors mecognioe thal their service
providers are professionals, with many years
of experiEnae in many associstons, and reat
them a5 such throwgh ovil  dizcowrse,
goceptance of the nomal cost of dong
business, muteal tust and reseed, those
sarvice providers will be there for you and your
communily through theck and thin.

And again__ In case you think I'm goumng to
onty focus on the Board member end of
things, think again. Chedk in the coming
manths for how Serace providers can

Bridge the Great Divide.

See Pt 2 on page 39

As the ofd saying goes, “it takes two 1o
fango® In the community managemen
business, those two are Board members and
those who provide ssnaces. Each nesds the
ofhier, Service providers need to ssll their
services o products, and Board members
meed those services of producis fo effecively
rmanage and protect their investment within
fhiz communilies

How can service providers, if nol  avoid
completely, at least mitigate the loss of tus
and mulual respect that often ocours betwesn
you and Board members? In &8 nutshell, get
fhuz inforrmadion needed 1o bid jobs accurately
and to the besi of your ability, have the
approprigte infrastructure to handle the job,
prowide e service as  defined by
comtract, Lasl, and oflen most smportant the
serviceg provider must have open, accurabe
and timedy communicifion with the Boand and’
or its staff. These simple afirmative aclions’
go a long way in creatng a refationship with
thal Board thal wall be buit on tnest and
respct

Bridging the Great Divide is thal srmgke,

digcuzzon. This is a crtique of Robert Dahl's
assumpbon of pluralism in decision making,
where all imlerests are represented by an open
process, Thus Bachrach and Barstz contend
that no decision-making i an overt stralegy 1o
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N & previous arficke, | wrote about how and

the relalions bebwoon Board memiers
and their zervice providers can, and aflen will,
become contentous.  From  the  servics
provider point of view, be they management,
legal counsel, Endscape contractor or the:
mynad others called upon f0  servicn
Sommunity associations, it all boiled down to 5
lack of trust and mulual respect belwesn the
senice provider and the Board, Thad lack of
trust and mutual respect is what | call "The
Greal Divide,” or Board members v Servica
Prowiders.

This time, we are tuming the tablkes and
looking af The Great Divide from fhe Board
member point of views From whern they st
whal cauzes a lack of sl and respact
bebwoen them and their zervics prowiders?
Lefs take a look o some of the masd CONTIRON
breakdowns thal ocour on the part of the
Senice providers thet create the Groat Dividea.

Contract bidding without alf pertinent
infarmation, Service  providers  should
request and  recoive  all the  informabion
necessany i them to bid the job. The bid
Scope and specificalions should be in wiriting,
and are nomally called 3 Fequest for
Proposal, or RFP, and the community
requesting the service provides i Sendon
providers whe il to sk for this docurent, or
are_nod_provided _one and bid amaway, afien
fingd oot the hard vy th

Semed the coplract all kinds of net—zo

. ited that ey
fadn® thoughi of when they bid the nb, The
erice provider comes le the stunning
realization that they bid the job too low.

¥ this has happened fo you as g SO
FroNader, you know the sickening fizading in the
P of your stomach. The job you just got is
aaly going to cost you monay. And now
oo mher have 1o suck it up or go back to e

o= 0wt of the contract, or raise the price and
hope they bite. This one crilical error of not
‘Sbtsming the right information when ¥Ou were
0 bid the job opens the Great Divide
¥ou and the Board: Mo matter what
=azon, you, the service provider hanm
3 st before you starled by pulling
#ppears to be a "bait and swdch,” ail
¥ou failed fo gel all the pertinend

W bd the job right in the first

place
Low-ballimg the bid, Through ignorance or
& defiberate act, many a job in the eommunity
azsocation industy is bid too lowe, mven with
an RFP,

Those vendors provide service on fixed assel!
infrastructure work are often abler 1o caloulale
with S0 meazure of certainty what a job will
oSt For example, an asphal coniracior
measures the aclual road surface and then
Encws it will fake X number of worker's X
amount of time to spread X squan: feet af
siumy zeal The seal itzelf will cast X Thers
wi]]b&ﬁ%wﬁm.ﬁ'mﬁtmusibcxnrsaid
azphalt contractor will not maks any Money on
e job. Obwicusly, | have simplified the
process, bul this type of servics iz one fhat the
provider can gt their ams armund in tarms of
bidding  through relalvely  easily  acquired
empitical data, If the job is bid oo low, either
the confracior was hung  owver,  dumb,
somathing happened which he couldn't predic
e, an act of God, & sudden increase in
matersl fost, efe) or he just plain forgof to

add semething in

Or, the bid was a true low-ball Decause the
SEnice provider was tying o get the job and
figures they can skimg somewhere, or hawe
Eulficient “extras® to make the prafit. This
practice almaost always comes hack 1o bita the
contracior, the Bosrd, or bath

Sondice providers who provide @ uneversal
SEMVICE i assacitions {exampie;
management companies] one i owhich all
Wypes of services are provided for (virtually)
ane prce don't THINE they have e EArTH:
type of empirical data that fixed asses
infrastructure contractars mentain, &n thesa
types of providers hawe 3 tendency - a big
tendency - fo underbid the job. Te these
universal service providers, | subemil that you
can and shoukd be bidding your conbracts with
a baze of contrachually defined servies wiith
addibenal services provided on 3 fime and
meaterial or fied fee per item basis even if it
must be in the guise of a full service. universal
confract, 1 might take more fime o pard
together thiz type of propozal but if the
provider is swearded the contract, & will have
been worth their time and effart as they are
sure  their fim will be appropriztely
compensated for the senvices provided, The
bottom line here is simple. An accurataly bid
iob keeps the relationship bebWeen the Bogrd
T e servitm } far_more_even
keel The provider can fulfil the tems of the

contract for the price of the hid, Maost
reazonable Boards don't azk for mone than
that

Lack of appropriate service
infrastructure. "Get the contract and then
weTl worry haw fo da itl” is the adage of many
service  providers. Senvce prndders  who
make s staterment whils maintaining a
viable, functioning company with a full slaff
are ane thing. The nighlmare for azsocakons
and their Boards iz the conbractor who bids
the job, looks good, talks goad -yl
unbeknownst to all i 3 zmall compay with a
small  =laff insufficient to undertake thea
ol The Board thought - and may have been
1oid - one thing, yet the reality bums ol to be
far different. Mot only has this contractar
broken his frust with the Board, he has
inadvertently made the Baard distrustiul of the
mext several service providers with which the
Board misst wark,

Having untrained ar ungualified
staff.  Ancther huge izsue between Bosrnds
and service providers  ooours when the
provider siafls the project with inappropriate
persanna| be & painfing, roofing,
Management or what have you. The Boand
Bt comprised of painters or expens in the
=Ehices, and once they figure out thers
incompetence, they feel they hinve no choice
bul to mondor every [ittle thing gaing on,
resfing  in ewery  zervice providers
nightmare: 5 Micromanaging  Board.  And
hawving that untrained or unqualified staff aften
leads o,

Substandard or out of specification work-
product The job is done, or the job is
ongoing. depending on what type of service
haz been or iz being provided. Ifs just that it's
not very good. Maybe the painbng was slappy.
Maybe the collections: weren't followed up an
time, Maybe the lawn didn't et mowed ths
weck. Maybe the Board has been waiting for a
kegal opinion that finally shows up - wilh the
name of the association spelled wrong and
omitted Bsues. Whatever it is, its substandard
and nol to contract  or agreed  upon
specificalions. And it makes Boards Crazy, as
they confracied in good faith, Thiz lass of trust
affectz not enly that partcular  zervice
provader, bat Mo i or nol & affects avery other
EEfvicn provider exifing, and fo come Ie
erodied frusd, and a lnss of respact.

condinued on page 48,
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