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To:  Board of Directors, Semiahmoo Residents Association 

From:  Jennifer Spidle, CPA, CMCA & Mitch Waterman, CMCA 

Joint Partners, LLC 

Date:  March 31, 2021 

RE:  Final Monthly Report  

 

In August 2020, the SRA Board of Directors retained Joint Partners (initially as separate entities) to 
perform an initial operational assessment. Four main functional areas identified to assess were: 
operational management (administrative and maintenance/infrastructure), governance, 
communications, and financial management. The assessment involved a mixture of document reviews 
and interviews with key stakeholders. Twenty-eight key stakeholders were interviewed including 
former/current Directors, NHOA Presidents, multiple realty agents, SRA employees, committee 
members, and members of the community. That report is titled Semiahmoo Resort Association 
Consultant Evaluation Analysis Report dated September 10, 2020 and is enclosed.  
 
Board leadership expressed concern that SRA’s infrastructure (e.g., storm drains), existing management, 
and governance models may not be effectively aligned or efficiently designed to achieve strategic 
financial success, as stated in the SRA Consultant Evaluation Analysis Report. This concern was critical in 
nature, as preserving and protecting the value of members’ real estate is a main pillar for the existence 
of a Homeowners Association (HOA).  
 
The September 2020 SRA Consultant Evaluation Analysis Report presented an opinion, that the Board of 
Directors (BOD) appeared to be at a crossroads, operating as it has always done, for better or for 
worse, but was willing to make a change. The self-managed SRA has historically operated as a Board 
governed and Board managed association with Governance directing their inhouse staff. The 2020 Board 
desired to change the paradigm to a Board governed, staff managed, Association while remaining a self-
managed Homeowners Association. Accomplishing this would require a significant change in 
organizational culture, employee and Board training, and eliminating the established ad-hoc model by 
creating and formalizing processes and procedures. This would also require the separation of 
management and governance functions; establishing each with clearly defined separate roles and 
responsibilities.  
 
On September 15th, 2020 Joint Partners was brought in to develop a 2021 bottom-up annual operations 
and reserve budget, prepare Town Hall presentations for communication to the membership, prepare 
the voter pamphlet, and proctor the Annual General Meeting. The membership budget notification 
timeline was down to 12 days.  
 
The Board, in a 9 to 1 vote, determined that the multi-level problems, already known, and newly 
identified, required an additional 6-month contract. This contract was initiated in September 2020 with 
a completion date of March 30th, 2021. The time spent in September was at no additional cost. Starting 
in September our team, reporting directly to the Board President, began assembling an integrated 
working team comprised of staff, volunteers, other contractors, and the Board of Directors working 
towards the goal of achieving the objectives outlined in the Joint Partners contract. 
 
This document represents our final report to the SRA Board of Directors. Of last note, items marked 
“NIC” were completed but Not In Contract.  
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Governance & Communications Solutions 

Board of Directors 

1. HOA Strategic Planning - train the SRA Board of Directors on processes to re-establish and achieve a 

Strategic Plan for a non-profit HOA. This action required three separate training evolutions, changes 

in Bylaws to establish standing committees, and holding multiple town halls to communicate with 

the membership.  

a. The Board jointly reevaluated the existing mission and vision statement, tasked a sub-group 

to draft a clear and succinct vision and mission statement and then engaged with the entire 

Board on setting 1, 3, and 5-year goals that would achieve the vision and support the 

mission. 

b. Board leadership has delegated responsibility for achieving specific objectives to multiple 

committees as required to achieve the strategic goals. Each Committee Chair reports the 

status to the Board and membership on a monthly basis. 

c. Objectives completed March 2021. 

 

2. Governance Efficiency – establish simple and effective processes for performing Board and 

committee meetings. Trained the Board of Directors on Robert’s Rules of Order (RONR) and 

instituted and formalized a Sergeant at Arms position and role, separated from the Board President, 

to ensure the meetings are civil and orderly. Established a policy to post Board agendas 48-hours in 

advance of meetings, simplified the minute taking process by converting the agenda into a minute’s 

template, posting all meetings on YouTube for transparency to the Membership, and flow down 

RONR to Committee meetings to keep them orderly, on track, and minimal duration. Board 

meetings were reduced from 4+ hours to ~2 hours and business of the corporation was 

communicated to everyone in advance for transparency.  

a. Objective completed February 2021.  

 

3. Board of Director training and orientation. Assembled subject matter experts and provided an 

annual orientation for the Directors, key staff, and Finance Committee members on legal 

requirements for governing and managing a Homeowners Association. Board of Directors received 

extended training on non-profit board governance, roles and responsibilities of a Director, the legal 

purpose and concept of an HOA, including legal standard of care of a Director, what is and what is 

not the role of a Director, meeting purpose including closed and open sessions, risk management, 

insurance, fiduciary and financial responsibility including the budget cycle, maintenance, 

compliance, and human resources. It is believed this is the first time a Board orientation has ever 

been conducted at SRA. 

a. Objective completed December 2020. 

4. NIC - Carnoustie Bioswale. The SRA Board President and Joint Partners acted on an inpromptu 

opportunity to finalize an agreement for the design and repair of the Carnoustie bioswale. That 

agreement has been reviewed by SRA counsel, reviwed by the SRA Board, signed by all parties, and 

is being implemented.  

5. Establish a formal elections process at SRA. Guided the development of a formal Elections 

Committee. This included formalizing the process in the Bylaws and making the Election Committee 
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Chair a non-voting member of the Board of Directors. Drafted an Election Bylaw that the Board 

approved (3/18/21) making the Election Committee a standing committee to oversee all elections 

within the SRA. Drafted and supported the Election Chair in completing a charter that clarified the 

purpose, mission, responsibilities, and deliverables of the Election Committee to ensure fair and 

equitable elections within the community. Supported the Election Committee in proposing a Bylaw 

amendment to clarify the process under which vacant positions on the Board are filled using secret 

ballot voting with an “open to the public” process. Provided a comprehensive elections manual to 

the Elections Committee for tailoring to fit within the SRA culture of both paper and electronic 

voting.  

a. Objective completed March 2021. 

 

6. Initiate continuity of Board of Director’s governance by establishing standing committees with clear 

roles, responsibilities, and deliverables ensuring the committee’s work is tied to delivering an 

objective that is a step towards achieving a strategic goal. We proposed and the Board approved a 

new Bylaw established in March 2021 that formalized a requirement for the Board of Director’s to 

have Finance, Governance, Election, and Communication Committees each year. Charters being 

readied for the Board’s approval and inclusion in that Bylaw include, ASC, Maintenance, Safety & 

Security (incorporating Emergency Preparedness), and Environmental Committees. An important 

step in the creation of these charters is having them deconflicted with other committees before 

issuance to ensure the role and deliverables are separate from the effort of other volunteers.  

a. Objective completed March 2021. 

7. “Support the SRA’s effort at achieving simple and straightforward Architectural Standards in an 

atmosphere of cooperation and understanding with the membership.” – 2001 ASC Planning Principle.  

a. Evaluated the existing capability within the SRA ASC office. Provided a qualified ASC 

Coordinator to support the existing ASC staff person. Within the first ten (10) days on site, 

the ASC Administrator employment at SRA ended and the interim ASC Administrator was 

asked to step in and fill the role full time until a new ASC Administrator could be hired and 

trained. The new ASC Administrator was hired through an open posting and interview 

process managed by the SRA HR Manager, and transitioned into the job by the interim 

Architectural Standards Administrator who turned the desk over to the new Administrator 

30 days after coming on board. This was completed in January 2021. The interim 

Architectural Standards Administrator continued to support the development of policies and 

procedures for the ASC through March 2021.  

b. Conducted first ever ASC Committee orientation. Assembled subject matter experts and 

provided an annual orientation for the ASC Chair, administrator, and volunteers. The 

orientation focused on the different roles and responsibilities of each participant the 

difference between the City of Blaine building inspectors and those of the SRA volunteers, 

how the vision and mission of the Association is achieved through committee activities, 

understanding the legal flow of requirements in performing their volunteer role, and the 

deliverables of the ASC Committee as outlined by the Board of Directors. The former Chair 

of another ASC Committee at the then second largest HOA in Washington state presented 

benchmarking guidance and best practices. The orientation included a working session on 

identifying strengths, weaknesses, opportunities, and threats facing the ASC and the process 

for converting those weaknesses and threats to opportunities and strengths. The 
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importance of identifying SWOT was how the weaknesses and threats all impact SRA 

stakeholders. Lastly, the committee received a tutorial on RONR.  

c. Much of the committee’s existing processes, procedures, and policies were not 

straightforward which led to conflicts. All policies were evaluated. Those policies with clear 

purpose were revised and formalized. Examples of revised policies include:  

i. ASC established a unified inspection schedule where volunteers toured residential 

requests as a team.  

ii. Established an electronic residential file for every address within the SRA. The ASC is 

now able to access historical files in chronological order; this established continuinty 

in the ASC office.  

iii. Standardized ASC templates were established and provided to the ASC Chair and 

ASC Administrator to support consistency in their process development. 

d. NIC - Established protocols for an on-going monthly meeting between the ASC 

Administrator, who is now the SRA’s single point of contact, with the department head of 

City of Blaine Planning Department, Stacie Pratschner. 

e. NIC – Drafted a Construction Compliance Consultant Contract with job description. Met with 

ASC Chair, ASC Admin, Executive Director and reviewed process and scope. This is an open 

management action to complete. 

f. NIC – Proposed a training plan by a certified arborist for SRA staff and committee volunteers 

to be trained to perform hazard tree evalutations. Once complete, trained individuals will be 

able to make hazard tree determinations for members and management, eliminating cost, 

time, and risk. This is an open action for the ASC Administrator to complete. 

g. Objectives completed March 2021. 

8. Address the question as to whether significant risks to the SRA membership exists due to legal gaps 

between the SRA and NHOAs. Create an authoritative report (White Paper) that factually defines the 

existing legal relationships between the NHOAs from that of SRA Governance. Effective the date of 

this report, March 31st, 2021, 25 NHOAs have been detailed. Compile the legal hierarchy of 

documents for each of the NHOAs to compare and contrast areas of assigned responsibility for 

insurance, maintenance, capital improvement, governance, architectural control, compliance, and 

management authority to identify gaps. Using that report, establish a color-coded map that 

graphically displays these responsibilities for the entire community. The plan and map must be based 

on recorded deeds, plats, CC&Rs, and bylaws, and include links to those documents in the report. The 

construct for creating this report was initiated by SRA Directors prior to the Joint Partners contract in 

September 2020. An independent contractor had already been hired by SRA and was assigned to 

Joint Partners tasked to direct and manage the effort and obtain the authoritative report. 

The completion of this White Paper report titled “Documentation Compilation of SRA’s 

Neighborhood Homeowners Associations” dated March 31st, 2021, becomes the basis for the SRA 

Governance Committee to address and resolve gaps in liability leading to community risk reduction, 

clarifying and establishing responsibility for maintenance, and performing unified capital planning 

throughout the community.  

a. Establish a Governance Committee chartered to meet with leadership of the NHOAs to 

address and resolve gaps in governance and management. Objective completed January 

2021. 
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b. Draft report delivered to SRA Governance March 2021. The report is ready for the 

Governance Committee to begin meeting with NHOA leadership and will continue to be 

updated and re-reviewed until all NHOAs have had opportunity for input.  

c. The final draft of that report has been provided to the Board of Directors and needs to be 

reviewed by legal counsel. 

 

Operational Management Solutions 

9. An Interim Management Team was established in September 2020. The team included an interim 

General Manager, an interim Accounting Manager, an interim Office Manager, and an interim 

Architecutral Control Coordinator, and on a separate contract an HR Manager. This team was 

chartered to raise the bar of skill, knowledge, and abilities of the existing office staff resulting in the 

SRA remaining a self-managed association with a high performing management team trained to 

manage and operate the Association. 

a. The interim Management team conducted a half day staff orientation to ensure all 

employees had the same basic understanding of their job duties, management expectations 

of performance, and purpose of their position. The topics included: governance and 

management, specific roles and responsibilities of each employee, segregation of duties to 

prevent fraud, human resources, customer service, how each person’s job supports the goal 

of the SRA mission, and an updated copy of the employee handbook for which they had to 

sign for acceptance. It is believed this is the first time an employee orientation has ever 

been conducted at SRA. Objective completed January 2021. 

b. Governance directed the interim Management team to create, circulate, bid, and award a 

request for proposal to obtain a new insurance carrier for the SRA. Objective completed in 

January 2021. 

c. The interim General Manager provided frequent and on-going mentoring to the SRA 

Executive Director and Maintenance Manager in the areas of: HOA management, 

maintenance planning, governance support, HOA problem solving, Human Resources, 

contracting, and risk management. The interim General Manager provided a final report to 

the Board of Directors in closed session in March 2021. Objective completed. 

d. The SRA Maintenance Manager resigned in January 2021 and was replaced by a qualified 

HOA Maintenance Manager with 40 years of experience. The new Maintenance Manager, 

Bruce Bishop, immediately began training all maintenance staff to operate all tools and 

equipment and set expectations for working as individuals and as a team. One of the three 

existing maintenance employees resigned and was replaced by a well-qualified maintenance 

worker. Today, the SRA maintenance crew skills development has significantly increased on 

multiple levels and their readiness factor to support SRA maintenance requirements is high. 

The Maintenance Manager is currently building an annual maintenance plan and looks 

forward to working with the Maintenance Committee to finalize the plan and have it utilized 

in the budget planning process.  

i. NIC – A dispute involving maintenance of vacant land where the SRA had previously 

stated a property owner was responsible for a 360ft by 10ft wide strip of land was 

deemed inaccurate through the use of field verification of survey markers, plat 

maps, and GPS by the interim General Manager. The current Maintenance Manager 
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was apprised of the responsibility and immediately dispatched a crew to clear the 

area that was previously in dispute. Responsibility for that maintenance area has 

been documented to ensure continuity of service. 

e. The interim Accounting Manager provided and developed month end accounting processes 

to both raise the bar on the level of accounting and free up the Executive Director’s time to 

properly manage the Association. Process improvements included:  

i. Evaluated all financial controls. Instituted new procedures separating the cash 

disbursements and cash receipts. Trained employees to understand their role in the 

prevention of fraud. To this end, checks now require two signatures (x2 Board 

members for capital checks or operating checks and x1 Board member and the 

Executive Director for operating checks). Objective completed November 2020. 

ii. Member information was not centrally stored or available to all employees who 

needed the information and was tracked in Excel. Member records in QuickBooks 

were set up incorrectly requiring a substantial effort to determine lot count. A 

complete review was performed on the QuickBooks records resulting in one central 

master location for all member contact information, lot count easily determined, 

and eliminated duplicate non-functional systems. Objective completed January 

2021. 

iii. The general ledger was in complete disarray and was rebuilt. Staff was trained in the 

proper process of recording transactions. Objective completed September 2020.  

iv. The staff has never been properly trained to generate an annual bottom-up budget 

using historical actual numbers and input from all stakeholders. The one budget that 

was created while we were engaged was created within 12 days round the clock 

effort and did not provide adequate time to properly train management to perform 

this task. This is an open action for the Board Treasurer to complete.  

v. PPP Loan Forgiveness & ERC  

1. ERC Return – Obtained appropriate documentation from ADP showing that 

the correct 2020 Q2 Form 941X had been filed with the IRS. Repaid ERC per 

2020 Q2 Form 941X via Electronic Funds Transfer Payment System (EFTPS) 

(paid 02/05/2021). Objective completed February 2021. 

2. PPP Loan Forgiveness - Compiled all supporting documentation requested 

for PPP Forgiveness application loan. Worked with Executive Director to 

complete application for forgiveness (applied 03/11/2021). Objective 

completed March 2021. 

vi. Accounting & CFO Support after March 31st, 2021. Provided comprehensive list of 

accounting/CFO office duties to the Finance Committee for their use in crafting a job 

description or requirement. Objective completed January 2021. 

vii. Auditor & Tax Preparer RFP. Created Request for Proposal (RFP) for 2020 Audit & 

Tax services. RFP process was completed twice as the first RFP was unresponsive 

with an audit field work date before March 31st requested. RFP was submitted to 

accounting firms that specialize in HOAs. Board of Directors voted to use JH Vandal 

for 2020 annual Audit. The engagement letter has been provided to JH Vandal. 

Objective completed March 2021. 
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viii. Archer Halliday declined to bid on the 2020 audit but did file 2020 Tax Return 

extension. Objective completed by Archer Halliday February 2021. 

 

f. The interim Office Manager provided frequent and on-going mentoring and skills 

development to the administrative staff. Process improvements included: 

i. Initiating weekly staff meetings utilizing a tool called the Daily Docket providing 

tracking of assignments on a weekly and quarterly basis. The interim Office Manager 

conducted these meetings until mid-January of 2021 at which time the Executive 

Director was phased in to conduct the meetings which were monitored by the 

interim Office Manager.  

ii. Interim Office Manager introduced templates to the administrative staff to 

streamline Board and Committee agendas, minute taking, and distribution of 

meeting notes.  

iii. Educated the administrative staff on the value of using the SRA website to 

effectively communicate with the membership. This education is being put to use by 

in-house SRA staff who are now rebuilding the website to become a value-added 

communication tool. 

iv. Committee meeting minutes reformatted consistent with Robert’s Rules of Order 

(motion, moved second, vote) minimizing turnaround of minutes. 

v. The skills, knowledge, and capabilities of the SRA administrative team (ASC 

Administrator and two clerical staff) have significantly increased on multiple levels 

and their readiness factor to support the SRA is high. 

vi. NIC - The interim Management team, in conjunction with the HR Manager, created 

a job position description, posted, solicited applications, conducted interviews 

which included requiring a skills test to ensure applicant could perform the job at 

the expected level. The skills test separated the candidates and the one with the 

correct skills and best interview was hired by SRA. 

vii. NIC – The interim Management team was directed by the Board to create an RFP, 

circulate, and solicit bids for SRA administration IT services. This action was 

deferred, as the budget for IT was reduced in the updated 2021 spending plan. A 

statement of needs was provided to a community volunteer in December for a joint 

review which was conducted mid-January. The statement outlines suggestions for IT 

elements within the Admin Center. The statement was provided to the Board for 

the regular March Board meeting as a request for additional funds. 

1. Objective completed in March 2021 

 

Human Resources Integration 

10. Retain a qualified Human Resource Independent Contractor who will provide services to the 

Association as needed. Objective completed and ongoing. Human Resources is a separate contract 

not associated with Joint Partners. Some items to highlight include, but are not limited to:  

a. Posting required by the Department of Labor were missing or out of date. Postings are now 

current.  
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b. SRA personnel files were found incomplete and at audit risk. Personnel files have been 

brought up to date and are current under the direction of the contracted Human Resource 

Manager. A system has been established to keep these files current and correctly 

segregated. Mentoring provided by the HR consultant for the Executive Director will 

continue to ensure continuity.  

c. In conjunction with the interim management team, an employee manual was crafted, 

reviewed by counsel, approved by the Board of Directors, and finalized for distribution to 

the employees.  

d. Employee Handbook: All employees have received a copy of the handbook and have signed 

acknowledging receipt. 

e. Further HR topics in need of policy and process creation and implementation, include 

performance management, employee coaching, safety, discipline, job descriptions, and 

talent management. Additionally, a list of 23 policies will be created in line with the 

Employee Handbook following its approval.  

f. HR Consultant is preparing a workplace safety training program for all employees.  

 

Financial Management Solutions 

11. Solicit, establish, and implement an HOA Banking Partner. Operating & Reserve funds are currently 

comingled and held at x3 different banks. Joint Partners evaluated the Association’s banking position 

and recommended changing to a diferrent plan to obtain greater value and higher security for their 

funds. The Board agreed with the proposal. Joint Partners drafted a resolution which the Board 

approved at their February 24th, 2021, Special Board Meeting. 

a. The Board reduced the number of banks where funds were stored from three to two. One 

local banking partner will continue to receive cash deposits and an HOA bank, CIT Bank, will 

provide the majority of banking services to the Association. CIT Bank speciliazes in providing 

services to the HOA industry. In choosing an HOA banking parter four banks were solicited.  

b. The bank transition to CIT Bank is currently in process. Banking paperwork has been signed 

(3/8/21) and preliminary onboarding meeting with CIT bank was conducted with the 

Executive Director and Lori Thorn on 03/22/2021. Objective is outstanding as the Executive 

Director is on vacation until mid-Apirl, finalizing the CIT Bank onboarding process is 

oustanding. Upon the Executive Director’s return, Joint Partners is available to complete this 

task with the Executive Director at no additional cost.  

12. Reviewed financial policies to determine if they were legally compliant and corrected, as necessary. 

Evaluate methods for reinstituting policies and implemented. 

a. Reviewed all cash handling and check writing policies with SRA employees to properly 

segregate duties within office.  

b. Signatories and Electronic Bill Payments. Board approved a Joint Partners proposed Bylaw 

amendment to require two check signers (helps prevent fraud) and allow for electronic 

signature.  

c. Formalized the assignment and expectation of a member of the Finance Committee to 

perform monthly bank statement reconciliation reviews (helps prevent fraud). 
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d. Established a Capitalization Policy. Established a new threshold of $2,500 for capital 

expenditures and useful life of greater than one year. Must be spent from Restricted 

Reserve Fund (may transfer funds from Operations). 

e. Established a Cash Management Policy. Segregates Operating and Restricted Reserve Funds. 

Identifies how much cash is available for investing. 

f. Established a Credit Card Policy for use and utilization of company credit cards with 

consequences for misuse. To allow for credit card use by SRA employees to mitigate the 

risks of frequent reimbursements for employee outlays. To be completed in conjunction 

with CIT Bank transition.  

g. Primary Banking Administrator. Designated Jennifer Spidle as the primary banking 

administrator so she could be the primary contact for the banking transition. This action 

needs to be changed upon completion of this contract. This is a SRA Board Treasurer open 

action.  

h. Drafted and proposed a Document Retention Policy.  

i. Collaborated with the Board Treasurer on clarifying the annual budget process.  

j. Collaborated with the Board Treasurer on SRA Investment Policy. 

k. Objectives completed March 2021. 

13. Review Compliance/Collections Process. The SRA maintains an oustanding annual collections 

percentage (99%) which is unheared of in the HOA industry. The current collections policy and 

letters are currently with legal to review and revise if necessary.  

14. Integrate Information into Accounting Software. Utilizing the current accounting software, 

QuickBooks is now the master file for all member contact information. All admin employees may 

now access the master member database (now in QuickBooks) as needed to contact members or 

update member information. All managers/staff are trained to use the accounting software to 

access reports for budgets vs. actuals or member contact information as needed for their individual 

role. Objective completed February 2021.  

15. Full-Service Bookkeeping. As already stated, the interim Accounting Manager reworked the entire 

general ledger to align with the annual budget. The month end journal entries bring the books to a 

modified cash basis enabling management and governance to accurately use internal reports for 

decision making purposes. This was not occuring. Customized reports have been created in 

QuickBooks Online for the monthly internal generation of financial statements. Objective complete 

March 2021. 

a. Created and implemented an accounting month end checklist. Created new report to be 

included with monthly internally generated financial reports identified as the “Reserve Cash 

Balance & Activity” report which reconciles reserve funds1.  

b. Bank Reconciliations. Reconciled bank accounts from August 2020 to February 2021 

c. Month End Journal Entries. Included accounts receivable bad debt adjustment, prepaid 

accounts receivable adjustment, adjustment to properly show reserve vs. operating cash 

 
1 As per the Consultants contract, while one partner of Joint Partners is a CPA as a statement of fact, the Consultant is not 
offering tax advice and is not engaged to prepare, compile, review, or audit financial statements. 
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funds on the balance sheet, monthly journal entry to accrue estimated SRA liability for 

annual IRA contribution.  

d. Year End Close 2020. Prepared supporting balance sheet documentation for 2020 annual 

audit. Documentation provided to Executive Director.  

e. NIC - Annual IRA Contribution Calculation. The Executive Director stated that Archer Halliday 

calculated and advised on IRA contributions for the SRA. As Archer Halliday declined to bid 

for the 2020 Audit and Tax Return the Executive Director requested the consultants 

calculate the 2020-year end IRA contribution. The consultants were unable to obtain a copy 

of the Plan Summary from the Executive Director. Year end IRA calculation was provided to 

the Executive Director. Objective completed March 2021.  

i. Management of the IRA funds normally performed by the Executive Director were 

discovered having errors in late March 2021. Governance needs to determine a 

more appropriate authority to manage and supervise this action. This action 

remains open and further, we recommend the IRA be audited on an annual basis. 

f. NIC - L&I employee tax issue. Highlighted employee L&I tax issue and recommend Executive 

Director work with the HR Professional and L&I to complete. In November 2020, the interim 

Accounting Manager discovered and corrected an error with an employee having been 

assigned an incorrect higher L&I rate. The interim Accounting Manager directed the 

Executive Director to follow up on this issue with the subject matter expert Human 

Resources to contact L&I to obtain the correct number for a refund. As of March 2021, this 

action has not yet been completed and remains open.  

g. NIC - 2020 Annual DOR return. Consultant provided calculation of estimated DOR tax due for 

2020. Return is due April 15th. This action remains open for the Executive Director to file.  
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In Closing 

We appreciate the opportunity to work with the Semiahmoo Residents Association during this 

transformative time. While our contact is coming to an end, our relationship is not, and we look forward 

to continuing our professional relationship. All source documents have been returned to the SRA. 

The few small actions within contract that remain open (example, elections manual) will continue to be 

supported without charge by our office to the committee until they are satisfied the action is complete. 

All work product has been provided to the SRA with the Executive Director having taken the action to 

ensure that files are properly stored, posted on the website, and/or updated in the governing 

documents as needed. Joint Partners does not possess any access codes, keys, or control codes to any 

systems within SRA. The interim Accounting Manager has notified the SRA to have her name removed 

from the QuickBooks Online account. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

ENCLOSURE: Semiahmoo Resort Association Consultant Evaluation Analysis Report dated September 10, 2020, 19 pages. 

 



Mitch Waterman, CMCA 
M.A. Waterman Consulting 
Web: www.MAWatermanConsulting.com 
Email: Mitch.mawc@HOAcrisis.com 
 

SEMIHAMOO RESORT ASSOCIATION 
Consultant Evaluation Analysis Report 

Jennifer Spidle, CPA, CMCA 
Spidle Office Solutions  
Web: www.SpidleOfficeSolutions.com 
Email: JenniferS@SpidleOfficeSolutions.com 
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Executive Summary of SRA 
The Semiahmoo Resort Association (SRA) contracted with our team to perform an initial evaluation to provide the 
Board and community with clearly defined problem statements to assist the community in finding a productive 
path forward. Our assessment focused on four main areas, governance, operational management, 
communications, and financial management.  
 
Board leadership expressed concern that SRA’s infrastructure (e.g. storm drains), existing management, and 
governance models may not be effectively aligned or efficiently designed to achieve strategic financial success. 
This concern is of an urgent nature, as preserving and protecting the value of members’ real estate is a main pillar 
for the existence of a Homeowners Association (HOA).   
 
In our opinion, the Board of Directors (BOD) appears to be at a crossroads, operating as it has always done, for 
better or for worse, but is willing to make a change.  We observed a high willingness of individuals, with varying 
opinions, to support the success of the SRA by donating their time by participating in our interview process. Of 
the 29 individuals, 28 agreed to be interviewed. Those interviewed included former/ current Directors, NHOA 
Presidents, multiple realty agents, SRA employees, committee members and members of the community.   

• We were not restricted in who we contacted or the topics discussed.   
• All interviews started off with the question “Why are we here?”   
• All persons were promised no direct quotes with attribution.   
• Interview techniques and questions were used to cross check information. 

 
The report is organized by focus area, problems statements, risk(s) and proposed solution(s). 
 
 

“No snowflake in an avalanche ever feels responsible.” 
Stanislaw Jerzy Lec, Polish writer (b. 1909, d.1966) 
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Governance – Board of Directors 
Like any community association board, the SRA Board of Directors role is to provide the leadership necessary to 
fulfil the fundamental purpose of a community association – to preserve, protect, and enhance both the physical 
assets of the Association as well as the quality of life of the residents. 
 
As expected, the Board of Directors was a topic discussed by all persons interviewed. To this report, we have 
broken down the input into two basic Board functions: Board Leadership and Board Management, defined as 
follows: 

Role 1.  Board Leadership Role  
Meetings, roles and responsibilities, committees, fiduciary duty, and business judgement 
 

Role 2.  Board Management Role  
Problem solving, strategic direction, operations, and residents/ officials 

 
Role 1. Board Leadership Role – Meetings/ Roles and Responsibilities/ Committees/ Fiduciary 
Duty/ Business Judgement 
(PS1) Problem Statement – Lack of Formal Board of Director Training 

No member interviewed is aware of any formal Board training having ever been conducted for Directors. 
Members serving on the SRA Board are corporate officers serving a non-profit Board of Directors governed 
under three acts which all have requirements and are impactful to SRA; the Non-profit Corporation Act (RCW 
24.03), HOA Act (RCW 64.38), and Washington Uniform Common Interest Ownership Act (RCW 64.90).   
 
Multiple interviewees raised concern stating they felt themselves, committees, and the Board are unprepared 
for tackling the very daunting challenges of the “previous sins of the past” this BOD has taken on in addressing. 
Though the majority agreed these challenges need to be resolved, interviewees were unclear what the role 
of each committee and Board members have in addressing these challenges. In addition, many felt meeting 
decorum was lacking as there has been interminable debate and little adherence to Roberts Rule of Order.  
 
The lines between what is the responsibility of governance (BOD), between the different committees and 
those of management (SRA employees) are extremely blurred. While Board training is deficient, so too is 
training of SRA employees and ASC Committee members.   The Board is responsible to the community to 
ensure the Association’s Board, Committees and employees are properly trained, equipped, staffed, and 
managed to meet the mission of the Board, and thus the Association.  This is not the case the Assessment 
Team observed. 

1(a) Risk: Lack of formal Board training has resulted in unclear roles & responsibilities and unclear 
meeting decorum. Unclear meeting decorum means that SRA BOD is not operating compliant to 
Washington State corporate law which imposes requirements for meetings and other business 
standards leaving the association open to challenge and legal suit. 

 
1(b)  Risk: Unclear roles and responsibilities on a Board flows into all aspects of an HOA negatively 

impacting member customer satisfaction and inserts tension and conflict. This creates stress, 
diminishes motivation, productivity, and individual accountability. 

 
1(c) Risk: The corporation will not successfully function with constant turnover, or unwillingness of 

volunteers to serve, and a high turn-over rate of employees from low job satisfaction due to 
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blurred lines of responsibility.  This risk can lead  into inefficient expenditure of funds, ineffectual 
management, and failure to achieve goals. 

 
(PS2) Problem Statement – ASC Lacks Clarity in Role and Integration  

The topic of the Architectural Standards Committee (ASC) was discussed frequently, by members on all sides. 
There was heavy belief that the ASC: 

• Lacks clarity in role and integration within the rest of the SRA governance model (i.e. other 
committees, Board Leadership), and  

• Lacks role/integration with staff support and community compliance.   
There was confusion on the responsibilities and authority of the ASC. We observed that interviewees were 
inconsistent in what their beliefs were on the application of ASC documentation, the ASC mission and how 
tasks should be carried out to ensure consistency in enforcement. 
 
Most Homeowner Associations have a version of the Architectural Standards Committees (ASC) which has 
two general functions: 

1. Establish and preserve a harmonious design for the community, and 
2. Protect the value of the property.  

 
Generally, these committees are primarily focused on members property and are not involved with common 
association property.  They are the code enforcers for the community standards, design conformity to 
environment, color pallet, neighborhood integration (avoiding tacky color schemes), height, setbacks, and 
landscaping.  Building codes and construction standards are the purview of the municipal authorities. 

2(a) Risk: ASC standards are not consistently understood or enforced. This leads to community identity 
becoming incoherent, compliance being ineffective, and developers not being held to a unified 
standard. The documented Standards for Residential Construction, dated April 2019, does not 
flow well and is not user-friendly harming its effectiveness and making the authorities to compel 
and issue stop work orders unclear. 

 
2(b) Risk: Failure to understand and consistently implement approved processes builds distrust, 

encourages contractor shortcutting, and increases community dissatisfaction with ASC, staff, 
and the Board.  

 
(PS3) Problem Statement – Committee Structure and Reporting 

It does not appear the committees have a clear and unified understanding of the purview of the ASC and other 
committees, and that assignment of actions and conflict may exist between committees and staff. With the 
exception of the Board of Directors, Architectural Standards Committee, and Elections Committee no other 
committees are specified in the CC&Rs or Bylaws.  SRA’s other committees (outside of ASC & Elections) 
include: 

• Maintenance Committee,  
• Environmental Committee, 
• Safety and Security Committee,  
• Emergency Preparedness Committee,  
• Finance Committee (not currently in place), and 
• Communications Committee (see PS14). 
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Lacking other committees puts an unnecessary workload burden on the volunteer SRA Board. We 
documented that some SRA Board members report volunteering 1,000 plus hours a year and vacant Board 
positions are difficult to fill. 
  
Any HOA committee is comprised of homeowners who analyze issues and help make recommendations and 
help reduce Board members’ responsibilities.  As a general rule, committees gather information, assess 
problems and recommend solutions to the Board.  Committees enhance community participation and provide 
additional viewpoints to the Board of Directors. Effective committees can be a lifeline to the Association.  
 
We have not received a complete understanding of the Elections Committee role, however, we observed that 
staff is involved with receiving and opening mailed-in ballots. 
 

3(a) Risk: Ad hoc committees are not formalized in the CC&Rs or Bylaws. All committees outside the 
ASC are ad hoc committees, legally speaking. They lack continuity and are only in place for the 
year unless continued by the next elected Board of Directors. 

 
3(b)  Risk: Lacking a committee puts unnecessary burden on the BOD (e.g. no Finance Committee (FC)) 

leading to burnout and member unwillingness to run for the Board.  This should be the second 
most important body after the BOD.  A FC works the finances and budget problems in order for 
the BOD to receive community input before making any decisions.  

 
3(c) Risk: Lacking a finance committee to develop a cohesive plan for annually on-going evaluation of 

capital and operating budgets, expenses and cost/ cash reporting degrades the BODs capability 
to act with fiduciary regard for protecting the Association’s financial interest. 

 
3(d) Risk: Employees interviewed reported they open ballots when received in the mail which places the 

voting process at risk of impartiality.  
 
 

Role 2. Board Management Role - Problem Solving, Strategic Direction, Operations, and 
Residents/ Officials. 
(PS4) Problem Statement – No Clear Goal of Strategic Plan 

The topic of the strategic plan was discussed heavily by members on all sides with a heavily favorable belief 
that the SRA needs a strategic plan. On one side, “the strategic thinking was a good thing” and on the other 
“it may have been too audacious a plan.” The strategic thinking governance undertook discovered significant 
deficiencies in how the SRA has and is currently being managed.  To address these historical gaps, the Board 
initiated a multitude of actions to address the shortfalls, however there was a strong belief that 
communication of the shortfalls and solutions was lacking. 
 
In an association, governance is responsible for addressing the big issues and setting the mission and vision of 
the association.  A major function of that responsibility includes creating/ maintaining a strategic plan to attain 
the mission.   

4(a)  Risk: Not establishing a thorough change management process with clear objectives and defined 
end goals, based on mission and vision, for both the committees and the Board have harmed 
forward momentum and issue resolution. 
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4(b) Risk:  High potential that members/ Owners within SRA and NHOAs are unaware of personal liability 
risks due to misinformation on requirements for ownership within a designated HOA. 

 
(PS5) Problem Statement - Unclear Understanding of Governing Documents & Common Property 
Ownership/ Maintenance 

As it currently sits, there is a high likelihood legal liability probably exists at multiple levels throughout the 
Association which includes the NHOAs. The SRA Master Association Board and the 25 Neighborhood 
Homeowners Associations (NHOAs) are not operating on a uniform understanding of the following: 

• Homeowner association requirements and risks as defined by the Revised Code of Washington. 
• The legal hierarchy of documents recorded at the inception of the SRA. 
• A clear understanding of who is responsible for maintaining common property as is outlined in 

the governing documents. 
• Why organization as an NHOA is prudent. Multiple NHOA’s are not currently organized.  

 
5(a) Risk:  Failure to correctly identify and resolve common area and infrastructure ownership, areas of 

responsibilities, risk management and flow down of authorities from the SRA to the NHOAs can 
result in a failing infrastructure, probable lawsuits, and loss of individual financial value of 
member’s property. 

 
(PS6) Problem Statement – Lack Legal Counsel & Insurance Agent Specializing in HOAs 

The SRA is not supported by legal counsel or an insurance agent possessing specific HOA expertise. The SRA 
recently received a PPP loan and an Employee Retention Credit.  

6(a) Risk:  Moving forward tackling the historic deficiencies recently identified without this critical legal 
expertise is a risk with a high potential of failure in achieving goals. 

 
6(b) Risk: HOA insurance is a specialty area serviced by multiple large firms and non-profit pools all of 

which provide services and support not currently available by the current agency. 
 
6(c) Risk: PPP loan and Employee Retention Credit conflict with each other. It is our understanding that 

legally only one can be retained. The Association is aware of this conflict and is working to remedy 
the situation. It is our recommendation this legal issue be reviewed by a HOA attorney 
immediately for advice on how to proceed.  
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Operational Management 
In general terms, a professional community manager provides the continuity of operations to a volunteer board 
elected on a yearly rotating basis. A professional community manger provides the training, information, and 
leadership to the Board, committees, and to the community at large. This person assists the Board in their decision 
making and then implements the Board’s decisions, provides the point of contact with vendors and contractors, 
can be the Chief Operating Officer and administers/authorizes operations within the policies and procedures of 
the Board and within their contract. Discussion on staffing was the second main topic of the interviewees.  To this 
report, we have broken down the input into three areas:  

1. HR Compliance 
2. Administration/Operations - Managerial efforts & continuity of operations  
3. Maintenance/Infrastructure 

 
(PS7) Problem Statement – HR Compliance 

It is unclear if the Association is compliant with Human Resource laws, rules, and regulations. Except for a 
contracted HR professional reviewing the SRA employee handbook in 2019, we did not find that professional 
Human Resource guidance is used.  A tool for salary comparisons has been purchased, though not fully 
utilized.  
 
Human Resources is a specialized field of study as there are many legal requirements surrounding HR, 
including, but not limited to, safety training, required personal protective equipment, employee labor 
postings, benefits and compensation, recordkeeping, and recruitment.   

7(a) Risk: Without proper guidance from an HR professional the Association could be at legal risk. 
 
Administration/ Operations 
(PS8) Problem Statement – Administrative Staff Skills, Knowledge, & Abilities (SKAs) 

SRA staff organization has not evolved nor have the employees been trained to operate a large complex HOA.  
Skills, knowledge, and abilities are not up to the level required to provide continuity of operations and thus 
provide operational stability to future Boards of Directors. 
 
The current Executive Director is highly valued in the Community by members on all sides of issues.  Similarly, 
the same members, and the Executive Director herself, uniformly agree existing technical knowledge and 
capabilities are insufficient to effectively manage the complexities faced by the Association. 

8(a) Risk: Failure to raise the bar of skills, knowledge, and competencies of the administrative staff sets 
the current and all future Boards up for failure in governance, financial management, 
maintenance, and architectural control.  

 
8(b) Risk: Assessment suggests that disproportionate workload assignments, coupled with an 

inadequate staffing strategy, may be negatively impacting the Association obtaining best value 
for cost expended1.   

 
8(c) Risk:  Leadership has not been trained to manage and operate this HOA and the consequence of 

error is increasing.  
 

 
1 Please note, this is not a suggestion to evaluate outside professional management firms as the assessment 
team believe continued self-management is the best option for the SRA. 
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(PS9) Problem Statement – Lack of Documented Administration Policies and Procedures 
Knowledge in the office has been gained throughout the years by experience and is not easily accessible 
because it is not documented.  If that knowledge, such as office procedures, was documented it would be 
explicit knowledge. Explicit knowledge is knowledge that can be readily articulated, codified, stored, accessed, 
and easily transmitted to others. Administration lacks explicit knowledge. 
 
Recent rapid membership growth and new construction exposed weaknesses in current processes and 
management structure. Multiple interviewees expressed that compliance/ collections letters and follow up 
was not uniformly enacted or enforced.  Current letters used have not been reviewed by legal counsel.  

9(a) Risk: Operating this business without approved and centrally stored policies and procedures 
establishes a culture of single points of failure. When a staff member leaves the Association, so 
too does their knowledge.  

 
9(b)  Risk: Inequitable enforcement of policies to members diminishes SRA’s capability to prevail if 

challenged in a court of law. 
 
9(c) Risk: Inequitable written communication to members regarding compliance/ collections 

diminishes SRAs ability to prevail if challenged in a court of law and as letters have not been 
reviewed by legal counsel, may not meet legal requirements for collection. 

 
 
Maintenance/Infrastructure 
The current Maintenance Manager has support for the role assigned.  Maintaining qualified and stable staffing 
has been a challenge.  The Assessment Team recommends the problem statements for this section be first 
resolved and then the SKAs of the Maintenance department be evaluated.  
 
(PS10) Problem Statement - Maintenance of Infrastructure 

Lacking a clear understanding of areas of responsibility of the SRA (see PS5) defers addressing areas suspected 
of having potentially hazardous concerns e.g. hillside slides concerns, storm water and drain management, 
and hazardous trees.  To this end, there is no formal stormwater management plan.  
 
Multiple parties interviewed were unclear on the separation of responsibilities between the SRA and NHOAs 
for who is responsible for maintenance of roads, gates, ponds, and other common areas.  These community 
assets will never go away and the ownership must be addressed so appropriate contracts and maintenance 
efforts can be assigned to mediate.    
 
Similar to the Administration department, the maintenance department lacks a documented maintenance 
schedule, partly due to the unclear ownership of community assets. Therefore, knowledge of the ongoing 
maintenance activities necessary within the Association rests only in the minds of the employees.  

10(a) Risk: Without Governance establishing clear and firm areas of responsibility for common area 
maintenance within the SRA, establishing an annual maintenance plan (budget, staffing, capital, 
operating expense) is problematic and lacks a foundation on which to base. 

 
10(b) Risk: Operating this business without a documented maintenance plan also establishes a culture of 

single points of failure. When a staff member leaves the Association, so too does their knowledge.  
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10(c) Risk: Without establishing clear boundaries of responsibility for the design, maintenance, and 
performance of storm water structures, sub-systems and components inhibits staff from being 
responsive to member complaints from flooding and water damage. 

 
(PS11) Problem Statement – Snow Plowing and Street Sweeping 
Maintenance staff has experienced higher than normal turnover resulting in having only one employee with the 
skills to snowplow roads and operate the street sweeper. 

11(a) Risk: The current maintenance leader is a single point of failure for the main services required by 
the Association: snow plowing and street sweeping. 

 
(PS12) Problem Statement – Point of Contact for Contractors 
Contractors are working with multiple committee members and staff in addressing standards, deficiencies, and 
responding to requirements. 

12(a) Risk: Failure to provide a central, knowledgeable, and empowered point of contact representing 
SRA’s interests to contractors creates confusion, duplication of effort, and opens the Association 
up for legal suit. 

 
(PS13) Problem Statement – Member Vacant Lot Maintenance 
Vacant lot owners not able to visit their lots due to travel restrictions, or other reasons, receive fines for not 
maintaining their lots to ASC standard. In many cases, it appears that demand letters for vacant lot maintenance 
are issued without first offering the member ways to come into compliance. 

13(a) Risk: Poor lot maintenance is a significant irritant in HOAs.  
 

 

Communications 
(PS14) Problem Statement – Lack Communication Strategy 
The Association lacks a strategy for delivering information to the SRA community as an audience.  A 
communication strategy would evaluate the needs, define objectives for the audience, identify media channel 
options, set a timetable, and evaluate on-going performance to measure effort against the objectives.  We 
observed that multiple Board and committee members are noted as setting the priorities for SRA management 
and staff.  

14(a) Risk: The difference between a strategic plan’s success and failure rest largely on how well the 
risks/ consequences, objectives and goals are communicated to the stakeholders; the SRA does 
not have a communication strategy. 

14(b) Risk: Management priorities may not be followed due to employees receiving conflicting guidance 
from Directors and committee members.   
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Financial Management  
(PS15) Problem Statement – Segregation of Duties 

Association management does not have proper separation of duties (internal controls) as it relates to opening 
mail, opening bank statements, receiving payments, making bank deposits, entering bills, printing checks, and 
signing checks. These duties overlap where they should not. Understanding that proper segregation of duties 
is difficult in a small office, it is still achievable.   
 
Proper segregation of duties, otherwise known as internal controls, limit the Association’s risk to fraud or 
embezzlement. Fraud has a high risk of occurring when all three parts of the “fraud triangle” are present- 
pressure, rationalization, and opportunity. Internal controls interrupt the fraud triangle by aiming to eliminate 
the opportunity.   

15(a) Risk: Improper segregation of duties puts the Association at risk for fraud or embezzlement.   
 

(PS16) Problem Statement – Information Outside of the Accounting Software 
Internal financial statements, fund balances, budgeting, invoicing, and member contact management are all 
tracked, recorded, and/or presented outside of the accounting software. The Association utilizes QuickBooks 
Online (QBO) as the accounting software. 

16(a) Risk: Tracking and performing tasks manually outside of the accounting software (that could be 
automated within the software) does not effectively leverage the software, takes more time and 
is fraught with human error.  

 
16(b)  Risk: Financial statements should be printed directly from the accounting software to reduce the 

risk of fraud (an internal control).  
 

(PS17) Problem Statement – Banking & Co-Mingled Funds 
The SRA is not supported by a bank possessing specific HOA expertise. SRA is banking with multiple banks 
creating additional (unnecessary) work in changing signers, reconciling bank accounts, and obtaining banking 
services.  
 
Reserve and operating funds are co-mingled within the bank accounts. HOAs are actually two companies in 
one, an operating company and a reserve holding company. To this end, it is a Community Association Institute 
(CAI) Best Practice to maintain an association’s cash reserve and operating funds in separate accounts.  Banks 
that specialize in HOA banking offer additional banking authorization and approval controls that may not be 
offered at other banks. 

17(a) Risk: Dealing with three banks, none of whom specialize in HOA banking, creates additional work 
for SRA management and may leave open additional room for the occurrence of fraud or 
embezzlement.  

 
17(b) Risk: Improperly mingling reserve and operational funds carries potential serious federal income 

tax consequences.   
 

(PS18) Problem Statement - SKA’s to Perform Complex HOA Accounting 
Staff does not have sufficient financial skills, knowledge, and abilities (SKAs) to adequately perform complex 
HOA accounting. In addition, due to the number of general ledger codes, it is difficult to see how much the 
Association spends on some items, such as insurance and utilities.   
 



SRA Evaluation Analysis Report  September 10, 2020 12 | P a g e  
 

The current Executive Director herself, uniformly agrees her existing technical knowledge and capabilities are 
insufficient to effectively perform the accounting for the Association (see PS8).  
 

18(a) Risk: Difficult to see the true cost of operating the Association when the same type of expense is 
broken out into multiple general ledger codes.  

 
18(b)  Risk: Lack of sufficient financial training can lead to inaccurate internal financial statements.  The 

Association is unable to make sound business decisions if using unreliable financial data.  
 
(PS19) Problem Statement – Admin/Maintenance Building $750,000 Mortgage Debt  

  While the new admin/ maintenance facility had been approved at an Annual General Meeting, the final cost 
of the project (land, construction and buildout) exceeded the authorization. The project was principally 
managed by volunteers and the association is currently carrying a capital debt greater than projected.  Having 
a central maintenance/ admin building was viewed as essential, however, the process to complete was viewed 
with dismay as it exceeded initial cost estimates.   

19(a) Risk: Carrying the $750K mortgage debt is a drain on capital financial resources. 
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Assessment Team Proposed Solutions for Problem Statements 
This initial assessment is the first step in the staged approach to identify, plan, and resolve the problems facing 
your Association. In this process, we do not step in and take over; we step in and partner up.  We will need 
governance and management participation to build a functioning and responsive bridge between governance, 
management operations, committees, and members. We have looked at the information collected with a critical 
eye and are proposing a holistic view at problem solving to retire the identified risks.  Our proposed solutions 
provide paths that solve the problems and retire risks in a way that will unite your community and lay the 
groundwork for future success. 

 
This is achieved by a combination of formal HOA training, one on one mentoring with subject matter experts 
directly supporting SRA employees, and team training.  In addition, to achieve these goals it is recommended the 
Association retain an attorney and insurance agent that specialize in HOAs. 
 
Proposed Governance & Communications Solutions 
Solution: Board of Directors 
 Special Board Meeting – SRA Strategic Planning 

♦ Recommend the Board schedule a single topic Special Board Meeting focused on defining objectives 
and goals of the SRA Strategic Plan.  Goals should be broken into prioritized segments achievable in 
realistic time frames.  This meeting will be facilitated by the Assessment Team guided by CAI 
Professional Standards. The goal of this meeting is as follows:  
 Develop clear functional lines of authority defining specific roles of governance, committees, and 

management. 
 Define the priorities based on risk and consequence to the Association; define specific goal(s), and 

the measurable objectives required to achieve those goal(s).  
 Solicit leadership for specific goals, assign clear roles and responsibilities including lines of 

communication between the Assessment team, Board, committees, and staff.   
 Develop an outline of a SRA communication strategy, and the steps and timeline to complete and 

implement. 
♦ Assessment Team recommends this meeting be scheduled within 45 days of contracting, with two-

weeks’ notice to the Consultants. 
 

 Create and ensure a communication policy that establishes only one person, the BOD President, with the 
authority (and can delegate further) to provide direction to the Executive Director or SRA staff.  

 
 Develop a standardized Board meeting structure 

♦ Including training and proper implementation of simplified Roberts Rules of Order at Board meetings.  
♦ Institute Sergeant at Arms position 
 Develop and assign position to a Director other than the BOD President. This person is responsible 

for ensuring the meeting stays on agenda, enforces RONR, and maintains decorum of the meeting. 
 

 Provide comprehensive BOD training for all directors and committee chairs. The training to incorporate 
Human Resources, Roberts Rules of Order (RONR), Washington Non- Profit and HOA Law, Insurance, HOA 
Finances and SRA CCRs. The Assessment Team will organize and conduct this training one time but 
recommends that this class be mandatory training each year.   

 Institute an Elections Policy designed to achieve and maintain ballot and vote integrity and outsource all 
voting to a company that specializes in HOA voting, or have all ballots opened by (minimum) 2 members 
of the Election Committee. 
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Solution: Committee Charters 
 Develop and draft Committee Charters to:  

♦ Clarify why their role is essential to community values,  
♦ Define the specific responsibilities of the volunteers, and  
♦ The deliverables of each committee.  

 
 Consultant’s role is to meet with each committee, interview committee members, draft a charter 

clarifying the three items above, present charter to the committee, provide up to one revision to the 
committee, and present to the Board for approval. Recommend establishing charters for all committees: 
♦ Finance Committee (not currently organized), 
♦ Architectural Standards Committee 
♦ Maintenance Committee,  
♦ Environmental Committee, 
♦ Elections Committee, 
♦ Safety and Security Committee,  
♦ Emergency Preparedness Committee, and 
♦ Communications Committee. 

 
Solution: Finance Committee  
 Establish a Finance Committee, chaired by the Board Treasurer, specifically focused to receive, review, 

evaluate, and recommend to the Board on all Association financial matters. 
♦ Finance Committee charter to incorporate budget development, operating costs (Maintenance/ 

Administrative), and capital planning.  
♦ Recommend the Board enact a bylaw change to ensure this committee continues in perpetuity.  

 
Solution: Communications Committee 
 Recommend the Board develop a communication strategy through the Communications Committee and 

staff that focuses on generating a multi-level communication roadmap to community members and 
stakeholders. This is important for Elections, ASC, Finance and Maintenance Committees, as well as the 
Board of Directors.    
♦ Proposed communication strategies include: 
 Website postings - Operations- We will initiate and communicate operations website 

posts/announcements or changes regarding daily operations (not governance or committees). 
This is a role we believe should be transitioned to a staff member in the long-term. 

 Dissemination of information at gate signs/ mailbox clusters – We will develop a 
weekly/monthly notice that will be posted at each mailbox cluster to communicate upcoming 
meetings, events, and encourage member participation. SRA staff will be responsible for printing 
and posting signs and be the main point of contact for additional requested signage. The 
responsibility of gate sign content to be further discussed and agreed upon by the Board at the 
Strategic Planning Meeting. 

 E-blasts to members – Establish a monthly/ bi-monthly email blast that goes to members 
informing them of meetings, club activities, events, etc. This is a service that can be automated 
with the use of technology, such as MailChimp.  We will work with the vendor and staff to 
implement the use of the selected service. 

 Update the Courier to a monthly newsletter with an editor – Outsource the editor for the Courier 
(to the Lynden Tribune as an example) and turn it into a virtual monthly community newsletter. 
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This would give the SRA an opportunity to sell advertising (realtors, landscapers, home sitters, 
etc.), invite members to write letters to the editor, have the newspaper editor write independent 
articles (no editorial power held by HOA) about meetings observed and the outcomes. 

 
Solution: Architectural Standards Committee 
 Streamline the Standards for Residential Construction, dated April 2019 removing non-ASC requirements 

and documentation, including fines and fees.  Propose ASC conduct a focused round table meeting to 
bring in all opinions, create a SWOT (Strength, Weaknesses, Opportunities and Threats) Analysis, develop 
targets, set a timetable, and initiate actions to resolve. 
♦ Peer review with other large scale HOAs to find best practices. 

 
Solution: HOA Flow Down Requirements with NHOAs   
 Draft an authoritative report (White Paper) to help the NHOAs understand the relationship that exists 

between the SRA and NHOAs, and set the foundation for minimizing legal risk to the SRA.   
♦ White paper should include input from subject matter experts including title escrow officers, HOA 

insurance experts and an HOA legal counsel.   
♦ White paper will succinctly and clearly state the legal and inalterable flow down of requirements from 

Federal, State, Local, and then SRA CC&Rs down to the NHOAs.   
 

 SRA and NHOA Communications  
♦ Propose the SRA Board and SRA Management initiate a formal meeting with NHOA governance and 

conduct these meetings on a quarterly basis. Mutual beneficial reasons exist as the basis, which 
includes maintenance of common grounds, capital planning, resolution of miscommunications, and 
CC&Rs as a starting point.  Consultants to schedule and conduct the first meeting after completion of 
the White Paper. 

 
 
Proposed Operational Management Solutions 
Solution: Establish an Interim Management Team 
 Establish an interim management team to address the following objectives and goals: 

♦ SRA Staffing – Raise the bar on skills, knowledge, and abilities  
 Ensure SRA staff are properly trained and equipped, understand their role, responsibility, and 

accountability by providing one-on-one mentoring to SRA employees. Consultants to mentor, 
support, and evaluate job growth on stated objectives and goals.  SRA employees to be mentored 
include:  
• Executive Director 
• Maintenance Manager 
• Architectural Support staff member, and 
• Administrative staff member. 

 Establish a formal training and mentoring plan for the Executive Director.  
• We will develop clear goals and objectives to increase her HOA technical skill and knowledge 

and managerial skills.  
• This training will include the Executive Director enrolling in and earning her Certified Manager 

of Community Associations (CMCA) designation from CAI. 
♦ Maintenance staffing plan 
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 Create a maintenance staffing plan to hire and retain maintenance workers with higher level skill 
sets capable of snow plowing, street sweeping (Commercial Driver’s License) and leading workers 
on landscape and grounds work.  

♦ SRA Manager Meetings 
 Establish and attend weekly department manager meetings to improve workload balance and 

communication (attendance in-person and/or virtual).  
♦ Train and mentor staff on annual Board Orientation process.  
♦ Interim Management Team to report to the Board President  
 Consultants to provide monthly reports of operations and present issues on progress of objectives 

and goals. 
 
Solution: Human Resources Integration  
 Retain a qualified Human Resource independent contractor who will provide services to the Association 

as needed. Evaluate the Association’s Human Resource compliance for staffing and training against 
requirements, identify where deficiencies may exist, develop a plan to correct, and implement the 
approved plan. Initial services should include evaluation of employee files, L&I Compliance, development 
of annual manager/ employee actions for human resource compliance.  

 
 

Proposed Financial Management Solutions 
Solution: HOA Banking Partner 
 Solicit and evaluate proposal for services from three banking partners that specialize in the HOA industry 

for the purposes of:  
♦ Achieving FDIC compliance through risk-averse investments including, but not limited to, US Treasury 

backed cash accounts, insured cash sweep accounts, and CD’s. 
♦ Significant reduction in staff time to update signers on bank accounts. 
♦ Segregate bank accounts by operations and reserves as recommended as a CAI Best Practice. 
♦ Potential automation of banking deposits through check scanning, Lockbox services, and automated 

ACH transfers; including comprehensive training to staff on use of automation services. Use of 
automated services both leverages employee time and allows for better segregation of duties in a 
small office. 

 
Solution: Evaluate Financial Controls 
 Immediately evaluate financial controls to verify adequacy of controls to protect SRA assets and 

determine status of accounts, including: 
♦ Monthly reconciliation of bank and investment statements, by staff or a contractor, who does not 

perform other accounts receivable or accounts payable functions.  
 Have a volunteer member of community, appointed by the Finance Committee, who does not 

also have check signing authority,  
• Open the bank statements each month, and  
• Review the bank reconciliations.  

 Review all SRA financial polices to determine if policies are legally compliant, correct as necessary, 
evaluate methods for re-instituting policies, obtain Finance Committee and BOD approval and implement. 

 Segregation of duties 
♦ Reconfigure current segregation of duties in the Admin office to separate the duties of:  
 Cash receipts and bank deposits 
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 Invoicing and receipt of payments 
 Opening mail and creating the bank deposits 
 Entering invoices and signing checks 
 Printing and signing checks 

♦ In order to achieve proper segregation of duties in this office, we will evaluate ways to better leverage 
technology, such as HOA banking services and Bill.com for payables.  

 
Solution: Review Compliance/ Collections Process 
 Review current compliance/ collections process, determine if policy is legally complaint, update collection 

letters into templates (as needed for legal compliance with review by HOA attorney), correct as necessary, 
obtain governance approval and implement. 
 

Solution: Integrate Information into Accounting Software 
 Immediately integrate all accounting information back into the accounting software, including printing of 

internal financial statements, fund balance tracking, budget to actual reports, invoicing, and member 
contact management. Provide comprehensive training to staff to create custom monthly reports from the 
accounting software to help the Board pinpoint issues and have an accurate timely financial picture. 

 
Solution: Full-Service Bookkeeping 
 Provide full-service bookkeeping to the Association to both raise the bar on the level of accounting to the 

Association and to free up the Executive Director’s time to properly manage and be trained to manage 
the Association.  
♦ Bank Reconciliations- We will reconcile your bank and credit cards on a monthly basis. This ensures 

that your books have all the transactions that occurred during the month. Monthly reconciliations 
also ensure that any fraud is quickly detected- we will work with you to report fraud to the bank to 
get your funds returned. 

♦ Month End Closing Journal Entries – We will calculate and post month end closing journal entries for:  
♦ Balance Sheet Checkup- It is common for transactions to hide on the balance sheet that should have 

been entered as revenue or an expense. We will review the balance sheet accounts to make sure they 
have the correct ending balance.   

♦ Review Profit and Loss Classifications- This is where you find out how much cash you have brought 
in at the end of each month. We will ensure transactions show up in the right accounts are coded 
correctly and consistently to class and GL. Consistency is important so you can compare your P&L 
against other months for management/ governance decision making. 

♦ Month End Reports- Create templates in the accounting software for the generation of monthly 
internal financial reporting by staff. 

♦ Primary Banking Administrator – Act as the main contact for banking to transition to HOA specialized 
bank. Initiate and complete Board approved bank transfers.  

♦ Year End Close - Prepare closing 2020 journal entries and supporting documentation in preparation 
of the 2020 audit or review.  
 We will Prepare the supporting documentation to support the annual audit or review. It is 

important to prepare this information while it is fresh in everyone’s mind instead of waiting until 
mid-year when the auditors arrive.  

 2020 Year-end will be closed no later than February 28th, barring any unforeseen circumstances.  
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Solution: Institute a New Buyer’s Transfer Fee 
 Institute a new Buyer’s Transfer Fee at ½ of 1% of the gross sales price of a home plus $250 for 

administration time. Buyer Transfer fees are common in Associations of this size. This will allow the SRA 
to alleviate loan debt in a much shorter period of time, thus potentially saving hundreds of thousands of 
dollars in interest from the reserve fund. 
♦ The Buyer’s Transfer Fee is not to be paid by current members.  
♦ At ½ of 1% of the gross sales price, the mortgage loan may potentially be paid off in 3-5 years rather 

than 15 years. 
♦ Provide this as an option to the community as a term fee to pay off the mortgage loan and consultants. 

This would end on a set schedule. 
 

 
 

 
 
 


	Executive Summary of SRA 2020 0908.pdf
	Executive Summary of SRA
	Governance – Board of Directors
	Role 1. Board Leadership Role – Meetings/ Roles and Responsibilities/ Committees/ Fiduciary Duty/ Business Judgement
	(PS2) Problem Statement – ASC Lacks Clarity in Role and Integration
	(PS3) Problem Statement – Committee Structure and Reporting

	Role 2. Board Management Role - Problem Solving, Strategic Direction, Operations, and Residents/ Officials.
	(PS5) Problem Statement - Unclear Understanding of Governing Documents & Common Property Ownership/ Maintenance


	Operational Management
	Administration/ Operations
	Maintenance/Infrastructure

	Communications
	Financial Management
	(PS16) Problem Statement – Information Outside of the Accounting Software
	(PS17) Problem Statement – Banking & Co-Mingled Funds
	(PS18) Problem Statement - SKA’s to Perform Complex HOA Accounting
	(PS19) Problem Statement – Admin/Maintenance Building $750,000 Mortgage Debt

	Assessment Team Proposed Solutions for Problem Statements
	Proposed Governance & Communications Solutions
	Solution: Board of Directors
	Solution: Committee Charters
	Solution: Finance Committee
	Solution: Communications Committee
	Solution: Architectural Standards Committee
	Solution: HOA Flow Down Requirements with NHOAs

	Proposed Operational Management Solutions
	Solution: Establish an Interim Management Team
	Solution: Human Resources Integration

	Proposed Financial Management Solutions
	Solution: HOA Banking Partner
	Solution: Evaluate Financial Controls
	Solution: Review Compliance/ Collections Process
	Solution: Integrate Information into Accounting Software
	Solution: Full-Service Bookkeeping
	Solution: Institute a New Buyer’s Transfer Fee






