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Town Hall 

•Purpose and Process
•Code of Conduct
•Q and A Throughout



Macro-Environment of 

Homeowner 

Associations in the 

United States



DEFINITION OF A COMMUNITY ASSOCIATION

“A community association 
provides a communal basis for preserving, 

maintaining, and enhancing
homes, property and a sense of community.”



All community associations have three basic, 
defining characteristics:

• Membership in the community association is mandatory
and automatic for all owners. This is unlike other 
associations whose membership is voluntary. 
• Certain documents bind all owners to be governed by the 

community association. These documents require mutual 
obligations to be performed by the individual owner and 
the community. 
• Mandatory lien-based economic charges or dues are 

levied on each owner in order to operate and maintain the 
community association.



PURPOSE OF A COMMUNITY ASSOCIATION 
Community associations are designed to:
• Manage common areas of the property 
• Manage property interests of owners  
• Provide services for owners 
• Develop a sense of community through social activities and/or 

amenities



COMMUNITY ASSOCIATION FUNDAMENTALS

•Associations ensure that the collective rights and interests of 
homeowners are respected and preserved. (Rules)
•Associations are the most local form of representative 

democracy, with leaders elected by their neighbors to govern 
in the best interests of all residents. (Voting)



COMMUNITY ASSOCIATION FUNDAMENTALS
• Associations succeed when they cultivate a true sense of community, 

active homeowner involvement and a culture of building consensus. 
(Meetings)
• Association homeowners choose where to live and accept a 

contractual and ethical responsibility to abide by established policies 
and meet their obligations to the association. (The Basics)



Why do HOAs Work So Well?

• Privatizing Public Functions
• Expanding affordable 

Homeownership 
• Minimizing Costs and fostering 

market efficiencies – everyone 
shares and there are no free-
loaders.  Economies of scale.
• Building a sense of Community!



The Legalities of 

Community Association 

Management



Legal Basis for Community Associations

Community associations derive their basic legal authority for their 
existence, activities, and actions from various sources including: 
• Federal, state, and local statutes; regulations; and case law 
• Legal documents unique to the community association that bind the 

association and its owners 
• Lender requirements (e.g., requirements set by secondary mortgage 

institutions) 
• Standards set by professional bodies (e.g., auditing standards) AICPA



Federal, State, and Local Law

• Federal Laws 

• State Statutes and Colorado 
Common Interest Owners Act or 
CCIOA 

• Local Ordinances, Codes, and 
Law



Governing Documents

• Define the rights and obligations of both the association and its owners 
• Create a binding relationship between each owner and the association 
• Establish the mechanisms for governing and funding the association’s 

operations 
• Set forth rules and standards for the: 
• Protection of both owners and the community 
• Enhancement of property values 
• Promotion of harmonious living



Hierarchy of Documents 

1. Recorded map, plat, or plan
2. Declaration; covenants, conditions, & restrictions; master 

deed; proprietary lease; or occupancy agreement
3. Articles of incorporation (if incorporated)
4. Bylaws
5. Rules and regulations
6. Other resolutions or Policies



https://gametrailassn.org/



The Declaration

•Defines the portions of the development owned by the 
individual owners and those owned by the community 
association 
• Creates interlocking relationships binding all of the owners to 

one another and to the association for the purposes of 
maintaining, governing, and funding the development 
• Establishes protective standards, restrictions, and obligations 

in areas ranging from architectural control to prohibitions on 
various activities in order to promote harmonious living 



The Declaration

• Creates the administrative framework for the operation and 
management of the association—although many of the 
specific administrative details are spelled out in the bylaws 
• Provides the mechanism for financial support of the 

association through assessments 
• Provides for a transition of control of the association from the 

developer to the owners



The Articles of Incorporation

•Brings the corporation into existence 
•Defines its basic purposes and powers 
• Indicates whether stock will be issued 



By Laws

• Requirements for membership in the community association 
• Requirements for membership meetings 
•Voting rights of member owners 
• Procedures for electing the board of directors 
• Procedures for the board of directors to elect officers 
•General powers and duties of the board 



The Rules 
and

Regulations



PURPOSE OF RULES AND REGULATIONS

• The fundamental purpose of community association rules is 
to provide a basis for protecting members’ equity in the 
development and to provide the framework within which 
people can live in harmony in a group situation. 



PURPOSE OF RULES AND REGULATIONS
• Specific purposes of rules also include: 
• Enforcing the community’s CC&Rs, bylaws, and policies in a fair, diplomatic 

way 
• Protecting, enhancing, and promoting the purposes of the association as stated 

in the legal documents 
• Restricting and governing the use of the common areas and amenities 
• Establishing architectural guidelines and controls for aesthetic value 
• Establishing rules for the use of facilities by owners, guests, and tenants
• Amplifying, expanding, clarifying, and interpreting the broad restrictions in 

the association’s governing documents 
• Protecting and preserving the property and assets of the association and the 

owners



Roles, Rights, and Responsibilities 

of Board of Directors and Homeowners



ROLE OF THE BOARD

• The authority to set goals, standards, and policies for the 
association 
• Enforcing the governing documents 
•Maintaining the property 
•Maintaining the association’s financial situation 
• Entering into contracts for services 
• Creating and supervising committees 
• Conducting annual meetings and board meetings



The Rights of the Board

1. Expect owners and non-owner residents to meet their financial obligations 
to the community.

2. 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.

3. Respectful and honest treatment from residents.
4. Conduct meetings in a positive and constructive atmosphere.
5. Receive support and constructive input from owners and non-owner 
residents.
6. Take advantage of educational opportunities (e.g., publications, training 
workshops) that are directly related to their responsibilities, and as approved 
by the association



The Homeowner 



Homeowner Role and Rights

“Members of the homeowner association have two responsibilities, one 
to themselves and to their individually owned property and one to the 
association and the community concept. To maintain the quality of life 
that accompanies a well-maintained residential community, each 
individual member must do his or her part. The success of the 
homeowner association will depend on how well each member meets 
and keeps the responsibilities that are established by the covenants 
creating the overall community concept.”

—THE HOMEOWNERS ASSOCIATION MANUAL, BY PETER M. 
DUNBAR, ESQ., AND MARC DUNBAR



Homeowner Rights

Owners have the right to:
1. A responsive and competent community association.
2. Honest, fair, and respectful treatment by community leaders and 

managers.
3.  Participate in governing the community association by attending 

meetings, serving on committees, and standing for election.
4. Access appropriate association books and records.
5. Prudent expenditure of fees and other assessments.
6. Live in a community where the property is maintained according to 

established standards. 



Homeowner Responsibilities 

1. Read and comply with the governing documents of the community.
2. Maintain their property according to established standards.
3. Treat association leaders honestly and with respect.
4. Vote in community elections and on other issues.
5. Pay association dues and charges on time.
6. Contact association leaders or managers, if necessary, to discuss 

financial obligations and alternate payment arrangements.
7. Request reconsideration of material decisions that personally affect 

them.



Homeowner Responsibilities

8. Provide current contact information to association leaders or 
managers to help ensure they receive information from the 
community.

9. Ensure that those who reside on their property (e.g., tenants, 
relatives, friends) adhere to all rules and regulations.



Intermission



The Micro-Environment of Game Trail Association



Colorado – From the Wild West to Progress

• History of HOAs in Colorado 

• Our Changing Statutes and Environment

• How they affect Game Trail

• How the Insurance Industry Works in Colorado 

Communities



Steps to Success for Self – Managed Communities

• The characteristics of Successful Self Managed HOA are:
•History and experience of doing it yourself. 
•A deep knowledge base of operations, governance, and 

management.
•Ability to transfer that knowledge base to new leaders.
• Forward thinking.
•Well organized.
• Sufficient Human Capital.



Steps to Success for Self – Managed Communities
• It is better to keep a good thing going.  Game Trail has been self-

managed since the beginning.
• Knows when to make use of technology to increase efficiencies and 

reduce volunteer hours. 
• In 2022, Self-Managed HOAs have an array of services available to them and 

available ‘a la carte’. 
• Makes very careful decisions on alternatives for outsourcing. 
• Understands the positives and negatives of outsourcing to management 

companies.    



Steps to Success for Self – Managed Communities

• Some self-managed Associations have brought operations in house 

under the ownership and responsibility of the Association. 

• The Association always uses expert opinion instead of going it alone.

• The Association has a program to gain HOA education for 

homeowners and leaders.  



Best Practices of Association Strategic Planning

What is Strategic Planning?

Purpose of Strategic Planning is to set overall goals of 
the association to develop a plan to achieve them.  



Best Practices of Association Strategic Planning

Key Steps in Developing a Strategic Plan
• Conduct Analysis including SWOT
•Develop a Mission Statement
•Develop the Goals
•Develop the Objectives
•Develop an Action Plan
• Implement the Plan
•Monitor and Evaluate



Game Trail’s Strategic Planning Process

• Exploratory Research by Louie on Association
• One on One Interviews with Stakeholders in Association: Association Overview, 

History of Game Trail, Insurance, Roads, Water, Trash/Recycling, Governance.
• Review of website and all Governing Documents

• Design Method to Gain Sample Survey of Ranked Priorities and Solutions 
to those Priorities. 
• A word about Sample Size.
• Carry out “Think Tank” ZOOM meetings with twenty stakeholders from 

diverse sections of the Association.
• Achieved Result is analysis on ranked priorities to identify five most 

important and a list of solutions for each.



The Study and Findings
The answers we are looking for in this study are: 
• to identify the top priorities in a ranked order from a sample size of vested 

stakeholders in the management, operation, and governance of the Game Trail 
Association.  

• To create a list of solutions for each of the named priorities.
Methodology
• For ranking of a participant’s priorities, a “weighted scale” method was used.  A 

ranking of first priority was weighted with a value of .40, second .30, third .20 
and forth .10.  It is effective to use a “forced ranking” method instead of other 
choices so that the study results in a definitive order for each respondent.  

• The best ideas come from groups of people; we have great solutions and areas of 
focus as a result.



The Study and Findings

Findings: Using the total weighted value of all responses, there were 
five clear priorities with many others noted.  

Fire Mitigation 3.000
Water 5.100
Volunteers 1.800
Roads 2.300
Trash / Recycling 1.700



The Study and Findings
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The Study and Findings

• The number of those ranked priorities (no matter 1 – 4), is another perspective to show how many participants 
selected these priorities, regardless of the position.  

Fire Mitigation     - 10 responses
Water                     - 15 responses
Volunteers            - 10 responses
Roads                     - 10 responses
Trash/Recycling    - 7 responses

• The number of responses helps to underline their importance especially when there were 80 total priorities and 
52 were for these five. 



Committee Process and Think Tank

• The findings and analysis were provided to all Strategic 
Planning Committee members for review.
• The Committee then held a 3-hour Think Tank to set 

priorities, review Consultant Recommendations, decide on 
most feasible and related tactics, and create Strategic Plan to 
be presented to the Board of Directors for discussion and 
decision.  
• Let’s take a look…..



Strategic Plan Mission Statement

“Protecting, Preserving and Enhancing 
the Game Trail Association 

Community”.



The Committee Strategic Plan

Targeted Priorities

#1. Fire Mitigation
#2. Water System

#3. Increase Volunteerism



Priorities Reasoning  
Recommendation   Strengths   Weaknesses 

Safety of the community 
should always be your highest 
priority.  Fire mitigation must 
be the top priority. 

  

   

Water is a basic human need 
that is required to be provided 
by the HOA.  Protection and 
enhancement of the system 
makes it the second top 
priority.   

  

   

A self-managed HOA requires 
volunteers to operate.  It is a 
low-cost option that is 
mandatory to support any 
other priorities.     

Low cost, large potential group 
of volunteers, mandatory to 
continue self-managing.  High 
level of influence on achieving 
action. 

It is an exercise in changing the 
community culture which is 
difficult.  I believe Game Trail 
can achieve it. 

   

Link together priority issues 
and solutions.  
Water + Fire Mitigation + 
Volunteers. 

The water system helps to 
address fire mitigation 
concerns and you need 
volunteers to do it.    

Approach can be too broad 
sometimes.  The key is to focus 
on solutions that have direct 
impact on key priorities.   

 



SMART Goals are 

Specific Measurable Achievable 

Relevant, Time Bound



Fire Mitigation SMART Goal

• To identify shortfalls in our Verisk fire mitigation rating with 

the goal of remediation by the 2023 Annual Meeting, 

protecting homeowner property coverage and increasing 

community safety.     



Action Plan – Fire Mitigation

OBJECTIVE- Fire Station approved and built.  Long-term goal with 
short term tactics. 
TACTICS -
• Get support from area HOAs for Fire Station. Lobby Chaffee County officials 

for fire station.  
• Through grant solicitation and local fundraising, provide funding for fire 

station. 
• Support Forestry Committee’s Initiatives, including application for additional 

grants.



Action Plan – Fire Mitigation

OBJECTIVE - Identify what our current risk factors are directly from 
the risk decision-maker, Verisk so we know our priority tactics. Short 
term goal.
TACTICS –
• Get an in-person risk inspection from Fireline Incorporated (sub-

division of Verisk Incorporated), to make them aware of fire 
mitigation accomplishments and recommended solutions.  
• This tactic is underway already as of 10/22.  Additional funding from 

the association may be required.



Action Plan – Fire Mitigation

OBJECTIVE – Ongoing Fire Mitigation Maintenance.
TACTICS –
• The Commons/Road committees should continue to cut the 

cheatgrass along Great Peaks and possibly other main streets to reduce 
fire danger and allow better egress in the event of a fire.
• Determine if there are any efforts to thin the National Forest adjacent 

to Game Trail south of the current fire break. 
• Improve and increase the hydrants on a set schedule, with the goal of 

adding two new hydrants every year. 
• Increased participation in tree trimming program.  



Action Plan – Fire Mitigation

OBJECTIVE –
Homeowner Fire Mitigation Education Program. Short term goal. 

TACTIC - Formal homeowner education on fire danger and mitigation 
to be created and carried out.  



Action Plan – Fire Mitigation

OBJECTIVE - Increase our fire hydrant pressure and capacity.  

TACTICS –
• Increase below ground water storage in key locations as recommended 

by Fireline and in order to meet their water pressure and flow 
minimums.  
• Based on future feedback from Verisk, more hydrants may be needed 

in key locations with stronger pressure. Not all current hydrants pass 
the ISO-test. 



Water System SMART Goal

• To identify our community water needs now and at full 

buildout taking actions to preserve and expand our 

current system with the goal of meeting fire mitigation 

shortfalls by the 2023 Annual Meeting.    



Action Plan – Water System 
OBJECTIVE – To assess and protect our water system.
TACTICS -
• Water Expense - As our water is free and the expense is the delivery system, communicate 

with homeowners to ensure they understand the water system related expenses on the 
financial reports and budget which are clearly tracked and budgeted.  Ensure that 
homeowners can see how their money is being spent on improvements.    

• Water Supply - Efforts to begin drilling a new well have begun and funding was 
identified.

• Water Storage - Inspection of current water storage tanks for capacity compared to 
Fireline minimums.  If needed, increase storage size with new tanks to address Fire 
Mitigation as well as community supply.  

• Water System Maintenance - The Strategic Planning Committee asks that the water 
committee continue to explore an updated “off the shelf” water monitoring system, 
determine the need for backup generators for the water pumps, and to determine 
need/schedule for staged replacement of water pipes.



Volunteerism SMART Goal

• Every six months during 2023 – 2024, to increase the 

number of new volunteers to committees and task forces 

by 15-percent of total committee members. Report 

progress to the Board in June and December each year.



Action Plan – Increase Volunteerism

• OBJECTIVE - Restructure Committees for better effectiveness and 
efficiency.  More focused committees and short-term teams to address 
actions.  Short term goal. 
• TACTICS –

• More Committees but less people on each.  Reorganize current committees to more 
targeted responsibilities with less people. 

• Outsource some committee responsibilities to make workload lighter, for example, 
outsource violation inspections to third-party, outsource review of construction and 
remodel applications to architect with fee paid by homeowner to reduce ACC 
workload. 

• Set expectations with volunteers by telling them the limits of work and job 
description. We have a larger number of homeowners now and need to divide current 
responsibilities among the larger group.



Action Plan – Increase Volunteerism

OBJECTIVE - Building Sense of Community through social events.  Short 
term goal.
TACTICS –
• Social events that are smaller and targeted to forge relationships at first.  

Then later, bigger social events to join all together. 
• More social events to gain interest, once a month social event to promote 

volunteerism and recognition to current volunteers. More volunteers on the 
Social Committee to do better events. 
• Mission of Social Committee is to “create a sense of pride in community.” 
• Create “Meet your Neighbor” program and “New Homeowner Welcome” 

program.   



Action Plan – Increase Volunteerism

OBJECTIVE - Select a group of new homeowners to join 
Communication and Social Committees.  Their focus within the group is 
in reaching our younger and newer demographic.  Short term goal.
TACTICS –
• Use social media to reach the younger demographic homeowners; 

created and controlled by HOA. 
• Work with Social Committee for diverse social events that get new and 

younger homeowners involved and volunteering and increasing new 
relationships. 



Next Steps 

Homeowners
• Increase Volunteer List and sign up with  Mary today..
• Identify volunteer needs right now with task force and committee 

additions.

Board of Directors
• Review and adapt Strategic Plan
• Official decision at a Board of Director meeting 



Questions and Answers



Thank you!


