Welcome New Board Member!

Crested Butte Lodging has put together an information packet that will help you in your quest to be the best
Board Member on the mountain!
Crested Butte Lodging has 2 Certified Property Managers that are both licensed in Colorado, who
strive hard to make sure your Homeowners Association is up to date on current local, state, and
federal laws, GAAP accounting, and other measures to ensure a safe and legal HOA.

Board Duties and Responsibilities…
Minimally your duties consist of being present at Board Meetings either in person or via the telephone,
volunteering for special committees for future projects, assist homeowners with questions about the HOA
and Management.
A few Boards meet for one hour, once per month. Most Boards meet once every 2 - 3 months. The time and
place of meetings are scheduled by a consensus of your Board. Crested Butte Lodging has teleconference
capabilities and we have some Boards that use Skype.
Terms of appointment vary from HOA to HOA – Appointments range from 1 year to 3 years.
All Governing documents, by-laws, and Rules and Regulations are located on your HOA’s website.

The CBL Way…
Please let CBL know if you need assistance in reading any of the financial or management reports.
Crested Butte Lodging takes great pride in managing your Real Estate investment – Wanda or Grant will be
pleased to meet you for a tour of the HOA complex, Crested Butte office operations, and an opportunity to
meet with Crested Butte Lodging’s staff.

Thank you for being a volunteer!

The Role of Today's HOA Board of Directors

To be effective, a homeowners association needs a strong board of directors that understands its role and
pursues it with passion and a concise mission in mind. The following outline provides an overview of board
roles and responsibilities.
To form an effective board, directors must have a clear understanding of the strengths and weaknesses of
the association, its history and what is to be accomplished. Every homeowner association should have
responsibility for its assets as well as its operation in accordance with standards established by state and
federal law, local ordinances, and the governing documents upon which the entity itself was created. To
the extent that the association has such authority and control, it is the board of directors that makes
certain these responsibilities are fulfilled.
Understanding the homeowners association concept:
The homeowners association is the cornerstone of a planned residential community. It brings continuity
and order to the community, it preserves the architectural integrity and it maintains the common
elements. Properly run, the association promotes the concept of “community” and protects the
neighborhood's property values. In many cases, it collectively makes available recreational and other
facilities that might not otherwise be affordable or available to homeowners and residents on an individual
basis.
Deed-initiated homeowners associations have become an essential part of the overall concept of residential
property ownership in today's marketplace. Purchase of a home or lot often brings with it mandatory
membership in an association which then provides the structure for operation and management of the
residential development. With membership comes certain maintenance obligations, financial
responsibilities, and a commitment to abide by use restrictions and other rules of the association. To a
degree, it necessitates individual conformity for the good of the whole.
The association's responsibilities may be limited to basic maintenance functions or they may be expanded
to include sophisticated and extensive upkeep of the property as well as delivery of special services to
individual homes (e.g. back door trash pickup). To be successful, its officers and directors must uniformly
and fairly govern the community, and it must have a reasonable level of participation by each of its
members over time.

Board of Directors
The association has responsibility for its common elements as well as the management and operation of
the association's business affairs - - all in accordance with standards established by the governing
documents created when the community was first developed. To the extent that an association (typically a
non-profit corporation) has such authority and control, it is its board of directors that carries out these
duties and responsibilities.
Members of the board of directors of an association serve without compensation unless the bylaws of the
association provide to the contrary. The board's authority includes all of the powers and duties enumerated
in general law, as long as these powers are not inconsistent with the provisions of the documents
governing the association.
Officers of the Association
The association acts through its officers and agents. The board of directors makes the policies for the
association, but the officers and agents carry out these policies and administrative functions for the
community. Some of the officers are clerical while others carry out substantive functions based on policies
established by the board of directors. All of the officers have an affirmative obligation to act with utmost
good faith towards the association and cannot deal in the funds or the property of the association to their
own self advantage. Each association typically has a president, secretary, and treasurer and may have one
or more vice presidents. However, an association may officially conduct its business with fewer officers
than these, depending upon the laws of a given state.
PRESIDENT
The president of an association is vested with all the powers generally given to the chief executive officer
of a corporation. While specific by-law provisions may vary the president's duties, it is generally presumed
that he or she will preside at all meetings of the board and the membership. The president will execute
contracts, orders and other documents in the name of the association as its agent. When signing
documents, the president should indicate the capacity in which he or she is signing in order to avoid any
personal liability since the president's signature, under most circumstances, will bind the association under
a doctrine of inherent powers.
The president also assumes general charge of the day-to-day administration of the association and has the
authority to order specific actions in furtherance of the board's policies. The president serves as
spokesman for the board of directors in most matters relating to general association business. Like all
officers of the association, the president has an affirmative duty to carry out the responsibilities of the
office in the best interests of the association. Unless otherwise specified in governing documents, the
president serves at the will of the board of directors and can be removed with or without cause at any time
by a majority of the full board.

VICE PRESIDENT
The vice-president is vested with all the powers which are required to perform the duties of the association
president in the absence of the president. The vice president does not automatically possess inherent
powers to act in the capacity of the chief executive officer, and may act for the president only when the
president is actually absent or otherwise unable to act. The vice-president may assume such additional
duties as are defined by the board of directors. Often, the vice-president will chair one or more substantive
committees like that of architectural review.
SECRETARY
The secretary of the association is responsible for keeping and maintaining a record of all meetings of the
board and the membership and is the custodian for most of the official records of the association. The
position of secretary is not simply a clerical position. In many cases, the secretary will not actually keep
the minutes of the meetings, but will be responsible for obtaining someone who will do so as a recorder or
assistant secretary. As the custodian for the minutes and other official records of the association, the
secretary is responsible for insuring access to those records by the members of the association and their
authorized representatives.
TREASURER
The treasurer is the custodian of the funds, securities and financial records of the association. When the
association has a manager or management company that actually handles the funds on a daily basis, the
treasurer's duties will include overseeing the appropriate people to insure that the financial records and
reports are properly kept and maintained. Unless the by-laws otherwise specify, the treasurer is
responsible for coordinating the development of the proposed annual budget and for preparing and giving
the annual financial report on the financial status of the association.
The treasurer does not have the authority to bind the association or the board of directors in dealings with
third parties unless the board has provided express authority for the treasurer to do so. As with the
association's secretary, the treasurer does not have to perform the day-to-day record keeping functions of
the association when this responsibility is transferred to a management company, but the treasurer will
ultimately be responsible for insuring that the financial records of the association have been maintained
properly in accordance with sound accounting practices.

Fiduciary Relationship and Responsibility
The members of the board of directors and each officer of the association have a fiduciary relationship with
the members of the association. This fiduciary relationship imposes obligations of trust and confidence in
favor of the corporation and its members. It requires the members of the board to act in good faith and in
the best interests of the members of the association. It means that board members must exercise due care
and diligence when acting for the community, and it requires them to act within the scope of their
authority.
The fact that the association is a not-for-profit corporation, or that the members of the board are
volunteers and unpaid, does not relieve them from the high standards of trust and responsibility that the
fiduciary relationship requires. When a member accepts a position on the board of directors, he or she is
presumed to have knowledge of the duties and responsibilities of a board member. Board members cannot
be excused from improper action on the grounds of ignorance or inexperience and liability of board
members for negligence and mismanagement exists in favor of the association and the property owners.
Each board member must recognize the fiduciary relationship and the responsibilities that the board has to
the association and each of its members. The board's duties must be performed with the care and
responsibility that an ordinary prudent person would exercise under similar circumstances, and the
ultimate responsibilities of these unique positions cannot be delegated to a manager, a management
company or other third party.
A Recap of the Board Member's Role:
Acting through the board as a whole, a board member should:


















Enforce the documents
Establish sound fiscal policies and maintain accurate records
Develop a workable budget, keeping in mind the needs, requirements and expectations of the community
Establish reserve funds
Act on budget items and determine assessment rates
Collect assessments
Establish, publicize, and enforce rules and penalties
Authorize legal action against owners who do not comply with the rules
Review local laws before passing rules or sending bylaws to membership for approval
Appoint committees and delegate authority to them
Select an attorney, an auditor, insurance agent and other professionals for the association
Provide adequate insurance coverage, as required by the bylaws and local governmental agencies
Inform board members of all business items that require their vote
Inform members of important board decisions and transactions
See that the association is protected for the acts of all parties with fiscal responsibilities
Attend and participate at meetings

Operating a homeowner association carries with it many of the very same duties and responsibilities as
overseeing any other business. Serving as a board member is a valuable and rewarding experience that
should be undertaken by those who see it as an opportunity to serve their fellow neighbors while
protecting and enhancing the assets of the community. It is serious business, but also a task worth doing
well in order to safeguard the investments of all.

Rights and Responsibilities
for Better Communities
Principles for Homeowners and Community Leaders
More than a destination at the end of the day, a community is a place people want to call home
and where they feel at home. This goal is best achieved when homeowners, non-owner residents and association leaders recognize and accept their rights and responsibilities. This entails
striking a reasonable balance between the preferences of individual homeowners and the best
interests of the community as a whole. It is with this challenge in mind that Community
Associations Institute (CAI) developed Rights and Responsibilities for Better Communities.
Rights and Responsibilities can serve as an important guidepost for all those involved in the
community—board and committee members, community managers, homeowners and nonowner residents.
Homeowners Have the Right To:
n A responsive and competent community association.
n Honest, fair and respectful treatment by community leaders and managers.
n Participate in governing the community association by attending meetings, serving
on committees and standing for election.
n Access appropriate association books and records.
n Prudent expenditure of fees and other assessments.
n Live in a community where the property is maintained according to established standards.
n Fair treatment regarding financial and other association obligations, including the opportunity
to discuss payment plans and options with the association before foreclosure is initiated.
n Receive all documents that address rules and regulations governing the community
association—if not prior to purchase and settlement by a real estate agent or attorney,
then upon joining the community.
n Appeal to appropriate community leaders those decisions affecting non-routine
financial responsibilities or property rights.
Homeowners Have the Responsibility To:
n Read and comply with the governing documents of the community.
n Maintain their property according to established standards.
n Treat association leaders honestly and with respect.
n Vote in community elections and on other issues.
n Pay association assessments and charges on time.
n Contact association leaders or managers, if necessary, to discuss financial obligations
and alternative payment arrangements.
n Request reconsideration of material decisions that personally affect them.
n Provide current contact information to association leaders or managers to help ensure
they receive information from the community.
n Ensure that those who reside on their property (e.g., tenants, relatives, friends)
adhere to all rules and regulations.
							
continued on next page

Community Leaders Have the Right To:
n Expect owners and non-owner residents to meet their financial obligations to the community.
n Expect residents to know and comply with the rules and regulations of the community
and to stay informed by reading materials provided by the association.
n Respectful and honest treatment from residents.
n Conduct meetings in a positive and constructive atmosphere.
n Receive support and constructive input from owners and non-owner residents.
n Personal privacy at home and during leisure time in the community.
n Take advantage of educational opportunities (e.g., publications, training workshops) that are
directly related to their responsibilities, and as approved by the association.
Community Leaders Have the Responsibility To:
n Fulfill their fiduciary duties to the community and exercise discretion in a manner they
reasonably believe to be in the best interests of the community.
n Exercise sound business judgment and follow established management practices.
n Balance the needs and obligations of the community as a whole with those of
individual homeowners and residents.
n Understand the association’s governing documents and become educated with respect
to applicable state and local laws, and to manage the community association accordingly.
n Establish committees or use other methods to obtain input from owners
and non-owner residents.
n Conduct open, fair and well-publicized elections.
n Welcome and educate new members of the community—owners and non-owner
residents alike.
n Encourage input from residents on issues affecting them personally and the
community as a whole.
n Encourage events that foster neighborliness and a sense of community.
n Conduct business in a transparent manner when feasible and appropriate.
n Allow homeowners access to appropriate community records, when requested.
n Collect all monies due from owners and non-owner residents.
n Devise appropriate and reasonable arrangements, when needed and as feasible,
to facilitate the ability of individual homeowners to meet their financial obligations
to the community.
n Provide a process residents can use to appeal decisions affecting their non-routine
financial responsibilities or property rights—where permitted by law and the association’s
governing documents.
n Initiate foreclosure proceedings only as a measure of last resort.
n Make covenants, conditions and restrictions as understandable as possible, adding clarifying
“lay” language or supplementary materials when drafting or revising the documents.
n Provide complete and timely disclosure of personal and financial conflicts of interest
related to the actions of community leaders, e.g., officers, the board and committees.
(Community associations may want to develop a code of ethics.)

Sponsored by CAI’s President’s Club
Visit www.caionline.org; write cai-info@caionline.org;
call (888) 224-4321 (M–F, 9–6:30 ET)

Community Association Fundamentals

Each common-interest community has its own history, personality,
attributes and challenges, but all associations share common characteristics and
core principles. CAI developed the Community Association Fundamentals to foster
a better conceptual understanding of how associations function and the roles of
residents and association leaders.
We hope this primer will help people recognize the core principles at the heart
of the community association model and, even more importantly, inspire effective,
enlightened leadership and responsible, engaged citizenship.
1. Associations ensure that the collective rights and interests of homeowners are respected
and preserved.
2. Associations are the most local form of representative democracy, with leaders elected by
their neighbors to govern in the best interest of all residents.
3. Associations provide services and amenities to residents, protect property values and
meet the established expectations of homeowners.
4. Associations succeed when they cultivate a true sense of community, active homeowner
involvement and a culture of building consensus.
5. Association homeowners have the right to elect their community leaders and to use the
democratic process to determine the policies that will protect their investments.
6. Association homeowners choose where to live and accept a contractual responsibility
to abide by established policies and meet their financial obligations to the association.
7. Association leaders protect the community’s financial health by using established
management practices and sound business principles.
8. Association leaders have a legal and ethical obligation to adhere to the association’s
governing documents and abide by all applicable laws.
9. Association leaders seek an effective balance between the preferences of individual
residents and the collective rights of homeowners.
10. Association leaders and residents should be reasonable, flexible and open to the
possibility—and benefits—of compromise.
For more information on CAI, visit www.caionline.org or call (888) 224-4321 (M–F, 9–6:30 ET).

Governance Guidelines
There are basic expectations that apply to virtually any common-interest community. With
this in mind, the Center for Community Association Volunteers developed the Community
Association Governance Guidelines—12 principles that can help association board members increase harmony, reduce conflict and build stronger, more successful communities.
n Annual meetings. Conduct at least
one membership meeting annually, providing at least two weeks notice to homeowners and more than two weeks if specified
in the governing documents or dictated by
state statute.

n Governance and the law.
Govern and manage the community in accordance with all applicable laws and regulations.
Conduct reviews of governing documents to
ensure legal compliance and to determine
whether amendments are necessary.

n Assessments. Collect assessments
and other fees from homeowners in a timely
and equitable manner and in accordance
with state statutes and board-approved
procedures.

n Grievances and appeals. Allow
residents to bring grievances before the
board or a board-appointed committee, and
follow well-publicized procedures that give
residents the opportunity to correct violations
before imposing fines or other sanctions.

n Communication. Provide at least
one form of regular communication with
residents, and use it to report substantive
actions taken by the board.
n Conflicts of interest. Disclose
all personal and financial conflicts of interest
before assuming a board position and, once
on the board, before participating in any
board decisions.
n Elections. Hold fair and open elections in strict conformance with governing
documents, giving all candidates an equal
opportunity to express their views and permitting each candidate to have a representative observe the vote-counting process.
n Financial transparency. Share
critical information and rationale with
residents about budgets, reserve funding,
special assessments and other issues that
could impact their financial obligations to
the association. Give members an opportunity—before final decisions are made—to
ask questions of a representative who is
fully familiar with these financial issues.
n Foreclosure. Initiate lien and foreclosure proceedings only as a last step in a
well-defined debt-collection procedure—
and only after other, less-disruptive measures
have failed to resolve a serious delinquency
issue in a specified period of time.

n Records. Allow homeowners reasonable access to appropriate community
records, including annual budgets and
board meeting minutes.
n Reserve funding. Account for
anticipated long-term expenditures as part
of the annual budget-development process,
commissioning a reserve study when
professional expertise is warranted.
n Rules. Enforce all rules, including
architectural guidelines, uniformly, but only
after seeking compliance on a voluntary
basis. Distribute proposals for new rules
and guidelines to all homeowners and
non-owner residents. Advise them when
the board will consider new rules and
encourage input. Once adopted, new
rules and effective dates should be
distributed to every owner and resident.
Note: Laws governing common-interest communities vary considerably from state to state.
Association boards should consult with attorneys
to ensure their association is governed in accordance with all federal, state and local laws and
regulations.

Visit www.caionline.org; write cai-info@caionline.org;
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Model Code of Ethics for Community
Association Board Members
This model code of ethics is not meant to address every potential ethical dilemma encountered
by a community association board member, but is offered as a basic framework that can be
modified and adopted by any common-interest community.
Board members should:
n Strive at all times to serve the best interests of the association as a whole regardless
of their personal interests.
n Use sound judgment to make the best possible business decisions for the association,
taking into consideration all available information, circumstances and resources.
n Act within the boundaries of their authority as defined by law and the governing
documents of the association.
n Provide opportunities for residents to comment on decisions facing the association.
n Perform their duties without bias for or against any individual or group of owners
or non-owner residents.
n Disclose personal or professional relationships with any company or individual
who has or is seeking to have a business relationship with the association.
n Conduct open, fair and well-publicized elections.
n Always speak with one voice, supporting all duly-adopted board decisions even if
the board member was in the minority regarding actions that may not have obtained
unanimous consent.
Board members should not:
n Reveal confidential information provided by contractors or share information with
those bidding for association contracts unless specifically authorized by the board.
n Make unauthorized promises to a contractor or bidder.
n Advocate or support any action or activity that violates a law or regulatory requirement.
n Use their positions or decision-making authority for personal gain or to seek
advantage over another owner or non-owner resident.
n Spend unauthorized association funds for their own personal use or benefit.
n Accept any gifts—directly or indirectly—from owners, residents, contractors or suppliers.
n Misrepresent known facts in any issue involving association business.
n Divulge personal information about any association owner, resident or employee
that was obtained in the performance of board duties.
n Make personal attacks on colleagues, staff or residents.
n Harass, threaten or attempt through any means to control or instill fear in any board
member, owner, resident, employee or contractor.
n Reveal to any owner, resident or other third party the discussions, decisions
and comments made at any meeting of the board properly closed
or held in executive session.
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