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Describe the main goal(s) of this program. (15pts)

In Washington State, more than 2.3 million people – 30% of the state’s population – live in community associations.
According to the Foundation for Community Association Research, nationwide 351,000 community associations are
home to more than 73 million Americans – 26% of the population – and in 2021, 4,500 new condominium and
homeowner associations are anticipated. By large majorities, most residents rate their community association
experience as positive and report that board members serve the best interests of the communities. 

Although community associations constitute a large and growing portion of the housing in Washington State and
nationwide, and most residents of community associations are very satisfied with their experience, disagreements and
disputes regularly arise between owners and the association, and between owners and other owners. Too often those
disputes escalate, triggering litigation. Litigation is an adversarial system and by its nature polarizing, making ongoing
relationships more difficult, and it is expensive and often bruising for all participants. And while mediation and other
alternative dispute resolution (ADR) services have long been available, they are not well known or well utilized by the
general population, and often lack familiarity with community association governance structure. 

In 2020, the Washington State Chapter developed from scratch and launched a Chapter Mediation Program. The
overriding goal in establishing the program was to offer a prompt, inexpensive, and confidential mediation service to
help resolve common community association disputes before they escalate to litigation. A related goal was to provide
a forum for resolving disputes in a constructive manner that would preserve the long-term continuing relationships
among homeowners and between homeowners and their association leadership and management, as opposed to the
binary outcome of litigation in which one side “wins” and the other “loses.” A third goal was to offer a service which,
unlike generic mediation services, would have specific subject matter expertise in the affairs and issues of community
associations.

Define the strategies used to attain your goal(s). (15pts)

The strategies used to attain the Chapter’s goals were several: First a task force was formed to study the issue of
creating an ADR program and directed to make written recommendations to the Board of Directors at the March 2020
Board meeting. Second, following receipt of the ADR Task Force recommendations, the Board approved the creation
of an ADR program and directed the task force to open a second phase of work for the purpose of implementing the
approved recommendations and establishing the program within six months. Third, the ADR Task Force assembled
an initial cohort of ten Chapter members, consisting of experienced attorneys and managers, to attend a 40-hour
training program in facilitative mediation leading to mediator certification. Fourth, the Chapter Executive Director and
her team developed a comprehensive new interactive webpage to host the mediation program. Fifth, after the many
technical details relating to the program had been discussed and ironed out and the initial cohort of certified mediators
were approved by the Board, in October 2020 the program was officially launched and announced to the membership.

Critical features of the foregoing strategies were as follows: 
• Formation of ADR Task Force – in November 2019, the Chapter President formed an ADR Task Force consisting of
two attorneys, two managers, two homeowners, and the Chapter Executive Director. The task force was asked to
evaluate the pros and cons of implementing a Chapter mediation program and to report to the Board at its March 11,
2020 meeting with a written recommendation on whether a Chapter ADR program should be implemented; if so,
whether the program should be in-house or external to the Chapter; and how such a program should be structured
and managed. The task force was provided with an initial data set consisting of a comparative evaluation of all
existing chapter-level ADR programs within CAI. (See Attachment 1.) 

• ADR Task Force Recommendations – on March 10, 2020, the ADR Task Force submitted an Initial Report and
Recommendations to the Chapter President, which was in turn provided to the Board. The task force found that
creation of a Chapter ADR program was a desirable addition and should be pursued; that the Chapter office regularly
fields telephone calls regarding dispute resolution options; and that, based on a survey of manager members and
attorney members, support for such a program would exist. The task force reviewed the services provided by county
dispute resolution centers and by five other CAI Chapter ADR programs and compared features. The task force
recommended creation of an in-house, Chapter-managed mediation program and addressed, on a preliminary basis,
intake of cases, fees, who the program would serve, mediator eligibility requirements, funding for the program, the
location for mediations, and other features. (See Attachment 2.)  



• Board approval to implement program – at its March 11, 2020 meeting the Board approved the ADR Task Force’s
initial report and recommendations and made certain operational recommendations, subject to further development
during the implementation process. These actions were summarized in a March 19, 2020 memorandum. (See
Attachment 3.) 

• Training of first cohort of Mediators – the ADR Task Force with assistance from the Chapter Executive Director
assembled an initial cohort of ten people to receive formal training in facilitative mediation, leading to certification. This
required sourcing a training provider during the COVID-19 crisis, obtaining commitments from the mediator trainees
(including a financial commitment to pay $700 per person for the training, and to devote a minimum of 40 hours of
their time in August for the group training. In addition to the ten mediator trainees, the cohort included the CED and
the Chapter’s Director of Membership, who were to have primary responsibility for administration of the mediation
program once launched. Training of the Chapter Executive Team was strongly recommended by the training body as
necessary to understanding and managing the program going forward. 

• Creation of new webpage – a critical part of the task of creating the mediation program was developing a webpage
with full functionality to explain the features of the program, anticipate and answer questions, permit easy online
signup, present the eligibility criteria for additional persons to become mediators, permit qualified mediators to sign up
and seek authorization to serve, and to present the whole in an attractive, user-friendly format. This was a very large
task because it required not only a clear statement of all of the features of the program, but also creation of the public-
facing elements of the website and all of the back-end functional elements of an interactive, e-commerce site. (See
Attachment 4.)  

• Program launch and awareness campaign – the goal was to launch the program in October 2020. The website went
live on October 19. At the same time, a blast email went out to the Chapter membership and list-serve reaching
approximately 5,000 members and prospective members announcing the opening of the program. (See Attachment
5.) The CED has also sent bi-weekly “Chapter Happenings” emails to the list-serve featuring the program. (See
Attachment 6.) In addition, the program launch was announced by the Chapter President in opening remarks at the
September 29 Made For Managers Day event and the November 7 CA Day event, two of the Chapter’s flagship
events. Further, over the course of 2020 while the mediation program was in development, progress was discussed in
the “President’s Message” column in the WSCAI Journal. (See Attachment 7.) The launch was also featured as the
cover article in the December 2020 Journal. (See Attachment 8.)

Development & Implementation: 45 Points 

 

In the next 3 sections, describe how the program was organized and

executed within the areas of budget and marketing.

Budget Development (5pts)

The ADR Task Force functioned on a voluntary basis, without costs or fees to the Chapter, other than the Chapter
Executive Director’s time and attendance at meetings. Within the Task Force recommendations to the Board were
preliminary budget estimates for initial program costs. (See Attachment 2, at IV. d). The initial budget of $7,000
covered creation, implementation, and initial operation of the new program. Budget items included training for the
Chapter Executive Director and Director of Membership, as referenced above, program insurance, technology
upgrades and website expansion, a printing budget for marketing and educational brochures, as well as a
miscellaneous component for any small or unanticipated costs in the first year.



What marketing techniques were used? (10pts)

The following techniques were used to market the program to the Chapter membership and to the larger community
that receives email notice of Chapter activities and programs: 
1. Repeated President’s Messages in the WSCAI Journal reporting on the progress of mediation program
development and anticipated launch. (See Attachment 7.)  

2. Development of distinctive graphics for the program, used on the program website and in all subsequent marketing
pieces sent to the list-serve. 

3. Addition of the Chapter Mediation webpages to the Chapter website. (See Attachment 4) 

4. A special email from the Chapter Executive Director to the Chapter’s list-serve of members and nonmembers
announcing the program availability. (See Attachment 5.) 

5. Weekly “Chapter Happenings” emails to the list-serve include distinctive marketing of the mediation program. (See
Attachment 6.) 

6. Cover article in the WSCAI Journal about the mediation program. (See Attachment 8.) 

7. Announcement of the mediation program by the Chapter President in opening remarks at Made For Managers Day
and CA Day.  

8. Zoom meetings with Speaker Pro Tempore of the House (WA) Tina Orwall and other key legislators regarding the
Chapter mediation program. (See Attachment 9.)



Who was your target audience? (10pts)

The target audience encompasses every category of member, including community association volunteer leaders,
managers and management companies, and business partners. The website presence and other marketing materials
such as blast emails are intended to reach non-members as well. 

The program uses the facilitative model of mediation, which helps mediation participants communicate constructively
with each other to develop a solution that reflects the interests and needs of both sides. This type of mediation is well-
suited to many kinds of disputes. The website lists the types of cases accepted as including but not limited to: 

• Persistent noise complaints 
• Unauthorized improvements or additions 
• Governance issues 
• Assessments, late fees, and interest 
• Architectural control decisions 
• Unit or common area modifications 
• Fences and boundaries 
• Native protection areas, trees, vegetation, and views 
• Use and restrictions of common areas 
• Parking 
• Pets, service animals, emotional support animals 
• Reasonable accommodations or modifications 
• Responsibility for insurance deductible or damage amounts 
• Covenant enforcement 
• Rule enforcement 

The foregoing are the types of disputes that commonly arise between one owner and another owner, and between an
owner and the association. The target end-user audience for the program thus consists primarily of homeowners and
boards. To reach these principal end-user groups, the Chapter is trying to raise awareness about the program among
community managers and business partners such as attorneys so that these trusted advisors will be aware of the
program and will recommend it to their client boards and homeowners when disputes arise. 

The Chapter has also seen strong support for the program among other categories of business partners, such as
construction firms and reserve professionals. These business partners are therefore part of the target audience as
well, as the program is certainly capable of being used to resolve small-scale contract disputes between an
association and a vendor. In the same vein, the program is available to resolve disputes between an association and
a management company. Many management agreements call for mediation as the first step in dispute resolution.
There is no reason why the Chapter’s mediation program cannot be the provider of choice for those disputes. Again,
one of the features of the Chapter’s program is that all of the mediators have deep knowledge about community
associations.



Describe in detail how your program was implemented. Include deadlines,

responsibilities and the implementation process. (20pts)

After the Board received the task force recommendations and approved the initial program parameters, a small
working group continued the work of the full task force. The Chapter Director, Chapter President and Task Force
Chairperson, working with targeted assistance from other task force members and Chapter office personnel carried
out the work of completing the design and implementing the mediation program. 

Between March 2020 and October of 2020, a series of work sessions were held via Zoom and phone conference -
supplemented by the inevitable hundred emails - on a weekly and semi-weekly basis to draft, revise and finalize form
templates and program documents including:  

• “What is mediation” introductory page  
• “How to initiate mediation” explanation  
• Promotional brochure  
• Mediator eligibility criteria and application form 
• Detailed case initiation/intake form including online payment function, confidentiality provisions, and consent forms 
• Initial standard communication to mediator from Chapter office 
• Standard communication from Chapter office to second party that first party has initiated mediation  
• Initial standard communication from mediator to parties re scheduling 
• Mediator’s introductory statement (basic form for mediators to customize) 
• Settlement agreement forms for use at mediation 
• Result tracking form and participant exit survey 

Many of these documents became the basis for the multi-faceted new Mediation Program webpage. (See Attachment
4, screenshots of webpage.)  

In addition, a cohort of qualified managers and attorneys were recruited to attend a 40-hour mediation training, which
was organized by the Chapter Executive Director. The group was the first to go through the Snohomish County
Dispute Resolution Center’s training program via Zoom. All participants earned their mediation training certificate in
August of 2020 and went on to apply for and gained Board approval to serve as program mediators prior to the
program’s official launch in October 2020.  

Additional discrete projects included research regarding program insurance needs in consultation with the Chapter’s
insurance broker, and preparation and submittal of a detailed application for insurance by the Chapter President and
CED. A pre-launch meeting of the approved mediators was organized by the Task Force Chairperson to preview the
program, logistics and plans for mediator support. In addition, preliminary research and planning was conducted to
provide mediator support including options for co-mediation, observation and feedback, a partner system to debrief
with another trained mediator following a mediation session, and additional training and mediation skill development
opportunities. 

The program implementation, support, review, and refinement as well as mediator support and development work has
now been handed off to a new standing ADR Committee, which generated much interest among Chapter members
and is meeting on a monthly basis.

Results and Evaluation 25 Points 



Using specific examples, describe the methods used to determine the program's

success as it relates to your goal(s) (15pts)

A new standing ADR Committee was formed in November of 2020. (See Attachment 10.) A part of its mission is to
monitor and evaluate program utilization and feedback, make recommendations for program improvements, including
forms, access, marketing, and education about the program and supplements or revisions to the webpage. The ADR
Committee is also tasked with support for and development of the mediator panel, including planning mediator
workshops. 

The mediation intake form gathers information concerning the types of disputes being mediated, e.g. noise
complaints, rule enforcement actions, internal Board disputes, and so on. Tracking program usage at a detailed level
is an important part of the program design. It is important both for internal Chapter purposes in improving the program
over time and for use in our legislative advocacy work. As noted elsewhere in this submission, key legislators are
keenly interested in the Chapter program and have asked that we share data about the classes of parties and types of
cases the program handles, once a meaningful data set is available. A participant survey has also been developed to
assist the office in tracking the level of satisfaction of participants.  

The ADR Committee will also be using the tracking and participant survey data to improve the program by monitoring
participant experience with mediators as well as mediator feedback. By gathering relevant information about program
usage and satisfaction, the Chapter intends to continue to refine the program to make it as responsive as possible to
the needs of the members and to the Chapter’s overall goals and long-term mission to be the leading resource for
community associations in Washington.

How can the program be improved to use for the future? (5pts)

In developing the program, the decision was made to (1) limit the mediation service to facilitative mediation (as
opposed to evaluative mediation, or to both), (2) limit the duration to three hours, (3) and have a single fee structure.
Each of these features was discussed and debated. As it was an entirely new program being launched, we decided
against trying to build in complex variants and instead started with a “one size” model. It should be noted that the
basic model of a half-day facilitative mediation without attorneys present tracks the mediation service offered by
county dispute resolution centers in Washington. The creation and launch of a new mediation service was complex
enough and we did not want to get bogged down with interesting but challenging variants. 

One of the responsibilities of the newly formed standing ADR Committee (see Charter – Attachment 10) is to evaluate
future changes to the program. These could potentially include adding an evaluative mediation track; permitting
mediation to be extended beyond 3 hours by agreement of the parties and the mediator, for an additional fee; and
offering reduced-fee or pro bono options for qualified parties, among other possible variants. The ADR Committee
and the Board believe that it is important to gain experience with the program as built, before modifying it or offering
additional options and features. 

The reduced-fee and pro bono options are of particular interest to certain legislators who feel it is important to reduce
barriers to using the program. This was one of the issues discussed during our engagement with legislators over the
summer of 2020 regarding the mediation program. (See Attachment 9.) In these discussions Chapter representatives
have raised the idea of possible state funding for persons who cannot afford the mediation fee. The task force and
Board do not believe that the Chapter Executive team should be in the position of receiving, reviewing, and evaluating
personal financial information in order to make determinations of financial need and eligibility for a reduced or waived
fee. If the state were to provide and administer a program to fund the mediation fee for qualified applicants, the
Chapter would certainly cooperate. 

Beyond evaluating and implementing new options or features, the ADR Committee will continue to work with the
Chapter Executive Director to revise and improve the forms and interactive web pages for the program, as feedback
from participants and mediators is gathered. The ADR Committee is also charged with evaluating mediator
applications against the eligibility criteria and making approval or disapproval recommendations to the Board. And the
committee will provide ongoing support to the mediators and provide a safe space for sharing mediation experiences
and tips.



How did this bring overall value to the chapter? (5pts)

The mere existence of the Chapter Mediation Program brings value to the Chapter because it supports the core
mission of CAI to help strengthen communities and be the leading resource for community associations in
Washington. The program furthers the Chapter’s role in promoting CAI as the industry’s leading advocate for building
better communities by showing CAI’s leadership not only among CAI’s members but also to nonmembers across the
state, to whom the program is open and available, and to legislators considering legislatively created and state-run
ADR programs. 

On its merits, the program offers a prompt, inexpensive, confidential, and proven method to resolve common
community association disputes in a way that preserves neighbor to neighbor relationships, using a pool of mediators
that has specialized expertise and experience in community association issues. 

The WSCAI Mediation Program is exactly the kind of resource that CAI should be providing to community
associations. In creating and offering the program, the Chapter has sent a strong message not only to existing
Chapter members about the value that membership brings, but to community associations that are not yet members
that membership has its rewards (to borrow an advertising slogan) and to legislators involved in housing issues that
WSCAI is a trusted partner genuinely interested in building and sustaining better communities.

Supporting documents including flyers, postcards, pictures, videos etc. can be uploaded below. While they aren't
required for your submission we certainly encourage it.
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