
very player needs a coach, no
matter what the game is, and
condo/townhome living is no
exception. Whatever career you

enjoy, you certainly have extensive 
education in that field and have had
mentors, trainers and “coaches” to get
you to your level of expertise. But 
what prepares you for living in a condo-
minium or townhome association? A
prospective client of ours put it perfectly
when she asked: “Who invented this
condo system, anyway, that puts people
like us– ordinary residents–in charge of
managing this place?” Consultants to the
industry hear this over and over again,
regardless of property size. 

As all condominium or townhome 
owners should know, the Association in
which they live is managed under the
direction of the Board and is subject to
the Association’s Declaration & Bylaws
and to the Illinois Condominium
Property Act (ICPA). With any sport, 
you can’t play the game correctly, and
you certainly can’t expect to win, 
until you learn the rules and develop a
strategy. And, just like learning the
plays in a baseball game, owners and
new Board members need to gain a 
total understanding of the Association’s
pertinent documents and property
requirements, in order to successfully
manage their property.  

Unfortunately, consultants  find that
many condo dwellers who become board
members often make up their own man-
agement protocols. Whether due to lack
of understanding, poor advice, or not
taking it seriously, Board members think
this is easy, and tend to go with instinct
instead of knowledge. Instinct based on
knowledge is one thing, but many own-
ers and board members don’t know what
they don’t know! Without professional
guidance, training and a clear under-
standing of their role as it relates to the
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proper due diligence involved in the
management of their property, Board
members frequently create their own
systems, setting the tone for many seri-
ous “errors” or problems along the way.  

The following examples are based 
on the problems, and will help you to
better understand some of these
“Player Errors”:

“Mob Rule” Error: The act of making
all Association decisions by the 

unanimous vote of all owners regarding
the management of the property. 
[This one is  out of order as many of the
other Errors are based on this one.] 
Coach Catch: Only the Board makes the
business decisions of the Association—
not the owners.

“All For One And One For All” Error:
The assumption of the Board of a small
association that it can impose a fine on
any owner who does not clean the halls,
shovel the snow or perform any other

 



menial task, and the adherence to a schedule, so dictated.  
Coach Catch: While it might be a nice gesture if all owners
offer to “pitch in” on maintenance duties, it is not required and
not an enforceable offense if someone chooses not to participate.
The solution is to hire the appropriate vendor or professional to
perform the task and add the amount onto the annual budget.

“All Owners Meeting Quorum” Error: The mandatory
requirement that owners be present at all meetings or no 
meeting can be called to order or decisions made… ever!  
Coach Catch: (See “Mob Rule” Error above) The Declaration
will state the necessary quorum to hold the Annual Members
Meeting and, in some cases, other meetings such as Special
Meetings. Besides that, only a quorum of the Board is required
for Board Meetings. Proper notification to the owners of a
Board Meeting is required but owner attendance is not. 

“Architectural Control” Error: The Board-adopted require-
ment that an owner must submit their plans to all owners of a
property and obtain the unanimous vote of the members present
at an arranged meeting prior to modification.  
Coach Catch: The Board can implement an Architectural
Control committee to oversee this process and make recommen-
dations to the Board; however, it is the Board that is ultimately
responsible to vote on whether to pass the request, not the own-
ers (see “Mob Rule” Error). The appropriate “coaches” or pro-
fessionals should be brought in, as needed, to guide the Board
on this review (i.e., engineers, architects, condo attorney, etc.)

“Assessment Reduction” Error: A spin-off from the “All For
One And One For All” Error because the Board thinks it can
provide a credit or reduction of the assessments to a board 
member or unit owner in exchange for services they may have
performed for the Association like maintenance, etc.  
Coach Catch: Per the ICPA, the Association shall have no
authority to forbear the payment of assessments by any unit
owner. If legitimate services are being provided, consider 
entering into a contract for that service and ensure that the 
vendor has proper insurance coverage.

“Budget Approval” Error: The assumption that the budget
must be prepared by the Treasurer, approved by the President,
and sent out to all owners no less than 48 hours before the meet-
ing to adopt, at which time all owners must vote to approve!  
Coach Catch: The Budget should be prepared by the manage-
ment company or financial outsourcing firm (if either is 
applicable) or Treasurer, and as required by the ICPA, approved
by the Board and sent out to all owners for a 30-day review 
and adopted at a meeting held for the purpose of discussion 
by the owners and vote by the board. 

“Budget Increase” Error: The assumption that the Treasurer
can simply tell the owners to add $50 to next month’s payment
because the account is short!  
Coach Catch: The Annual Budget should be based on actual
and/or anticipated expenses to properly maintain the property,
including reserves. (See “Reasonable Reserves” Error). 
An increase needed to correct a shortfall in the Annual Budget
is adopted in the same manner as the Annual Budget.

“Let’s Make It Up As We Go Along” Error: Variations on the
Rules & Regulations of the Association take on many forms
including, but are not limited to the following:  
1) Fining one owner because they have been an annoyance to 

the Board, but not another “nice” owner for the same 
infraction; 

2) Looking the other way at delinquencies because the Board 
feels bad for that owner or they don’t want to be the bad guy; 

3) Implementing a new Rule at a Board Meeting and including 
it in the Minutes as the “adoption process,” etc.  

Coach Catch: If Rules & Regulations are not adopted properly,
as dictated in the ICPA, and enforced consistently, then the
Board may open itself up to challenges to the Board’s decision
and possible class ownership and/or discrimination claims.

“Mandatory Keys” Error: The assumption  the Board  retains
not only everyone’s keys to their unit, but also the code to their
security system as well.  
Coach Catch: Unless stated otherwise in the Declaration, keep-
ing keys is not only a serious responsibility but also can be a
liability for the Board. Some older declarations include this
antiquated provision and, if so, we recommend that you hire a
condo attorney to help you amend the declaration to take it out!
Resident/Owner Information Sheets should be annually sent out
including emergency contacts and numbers of someone that can
quickly provide access to the unit in the event of an emergency;
otherwise, the Board has the right to call a locksmith to abate
the issue. 

“Reasonable Reserves” Error: The assumption that “reason-
able reserves” is whatever money is left in the bank account 
at the end of the year.  
Coach Catch: The Annual Budget should include a monthly
transfer of a budgeted amount into a separate Reserve account.
To establish “reasonable reserves,” as per the ICPA, it may be
based on obtaining a Reserve Study, which is the hiring of an
engineer to determine the long-term maintenance needs of the
property.  Also, an accountant, manager or consultant may
assist to help adjust the reserve contribution taking into 
consideration the current marketability of the property and 
other ICPA factors.

“We Have A Manager” Error: The urban myth philosophy of
the Board that if  a property has a professional management
company, Board members will not have to do any work or pay
attention to what the manager is doing.  
Coach Catch: Wrong! The ultimate responsibility in the 
management of the property is with the Board. The Board makes
decisions and the property manager implements them. It is the
Board’s responsibility to ensure management is providing the
services contracted. That said, if the Board is unresponsive, 
the manager may be unable to perform their duties effectively
and timely. 

Another argument we often hear from board members is: 
This is only an 8-unit building, so those rules do not apply to
us! In response to this we usually pose this question: If you
drive a compact car, and I drive an SUV, does that mean that
you don’t have to stop at all the same stop lights as I do? 
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You do not get to pick and choose which laws you want to
follow! The reality is that you purchased a form of ownership
that came with bundled restrictions created by the laws of the
State of Illinois. Everyone must live by these rules, regardless 
of the size of the property, with no exceptions. Unfortunately,
condo/townhome living may not be for every homeowner. 

There are many more examples of how Boards make it up but,
from the above, no doubt you see the problem.  By not learning
how to play the game right from the proper “coaches” and by
not hiring the right professionals and creating the management
profile necessary to properly manage the property, Board 
members may put themselves in jeopardy. They chance being
sued for improper management – which  insurance may not
cover – but also run the risk of negatively affecting the value of
their own property, and that of their fellow owners as well. 

And whether the property is professionally or self managed, the
Board still has the same obligation to understand its role in the
operations of the property, and to perform accordingly.  The
Association is a legal entity, and Board members must realize
they are managing a multi-million dollar business. Owners 
trying to interpret the law, including a well-meaning attorney
that has not been trained in condo law, could unknowingly 
create expensive and damaging results.  There are referees or
umpires in every sport and they need to know the specific game
rules or nobody wins! 

The coach of a team trains his players to follow the rules and
strategy of the game, which should result in home runs and 
winning games.  Association management can be measured in
the same way… novice players find themselves at the plate,
ready to bat, and haven’t a clue how to play the game. The
biggest problem here is that they may not only lose the game,
but they may negatively affect everyone’s financial situation 
and the harmony where they live.  
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Boards need to look for “coaches” or professionals  specializing
in the many aspects of managing the property to ensure accura-
cy and efficiency. These “coaches” can and should include: 
consultants, managers, condo attorneys, accountants, vendors,
engineers, insurance professionals, and trade organizations such
as CAI. These “coaches” should specialize in the games they
play (i.e.,  association protocols, accounting, law, etc.) or time
and money may be wasted at the players’ expense! The end
result can only be positive, to win the game on behalf of the
Team or, in this definition, increase the value of the property—
which is the number one job of the Board. 

So, how do you pay for all this? Through a well thought-out
budget and/or special assessments if necessary. The Board 
cannot make decisions as to when to spend money based on 
the ability of their owners to pay. Board members  must consid-
er all aspects of the issues, use good business judgment, borrow
when necessary and assess as needed. If an owner is unable to
afford the needs of the property, the Board may not have made
an error, but the owner may no longer qualify to live in this 
property. It is the Board’s job to manage the Association, 
control the costs, budget accordingly, and improve the value 
of the property at all times. And, if proper protocols are not
implemented upfront, the Board will waste time and money 
correcting  errors years later… problems don’t go away, they
just come up to bat in a later inning. 

It is the wise player that listens to his coach, improves his game
skills, plays efficiently and effortlessly, and hits home runs
when he can.  A player not following the rules of the game will
most likely be benched; then other players have to work harder
to cover  the bases before the last inning. A Board  educated 
on its role  hires the proper professional  coaches to assist 
with meeting the specific needs of the Association which will
hopefully result in increased efficiency, happier owners, higher
property values and, ultimately, increased profit for the owners!

 


