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Generally, residents understand the need for architectural review of improvements and value the
function of the ARC and the people who carry out the work. However, there is frustration with the
process. The Report highlights resident opinion that the Foundation should encourage improvement of
property and maintain a system that encourages people to follow the process as outlined. Review of the
report by the Foundation Board with counsel led to the conclusion that some concerns cannot be
addressed unless and until the community decides to amend the governing documents of the
Foundation (i.e., the Declaration of Covenants, Conditions and Restrictions as Supplemented and
Amended), but there are some changes that can, and should be, considered and implemented under
the current Governing Documents.

Proposed modifications to the process that can be made without modification of the Governing
Documents include:

» Update the ARC Standards to address changes architectural and design trends.

» Continue to utilize the Genescene to provide education and information and other community
information resources to publish project checklists, provide answers to frequently asked
questions, and to share real life examples.

» Review the list of pre-approved projects and materials that do not require ARC approval as per
section 1.12 of the Standards.

» Simplify the application process, including providing a roadmap for original submission and
amendments to the application.

» Implement a process for the ARC to receive resident feedback following completion of the
project.

» Create a team to mediate disputes between homeowners and ARC to seek a negotiated
solution to disagreements.

» Schedule joint meetings between the ARC and the Board on a quarterly or semi-annual basis to

discuss expectations, issues and solutions

Proposed Modifications that can be considered as part of the process to review and update the
Governing Documents include:

» Structure and size of ARC will be reviewed.

» Review of licensed professional requirement.

» Review a requirement that the Chair of the ARC be the member elected by the residents.
» Review and explore changes in staffing, delegation, and job-sharing on the ARC.
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In April 2021, the Genesee ARC sought outside consultancy support to inform how the committee could create a
more positive relationship with the Genesee community. At that time, the ARC was being heavily criticized by multiple
Genesee residents who had negative experiences with the ARC submission process and its members. Those residents
shared those interactions widely, including NextDoor, ARC community meetings and through neighbor-to-neighbor
conversations. Although there have been many positive interactions between the ARC and Genesee residents over the
years, they have been eclipsed by more negative ones. The ARC believes this conflict is grounded in a misunderstanding of
the ARC role and scope as well as communication shortfalls on behalf of both parties. The ARC s ultimately committed to

increasing trust and alignment with community members, hence the genesis of this project and summary report.

The ARC hired an outside consultant to conduct four community listening sessions, or focus groups, with Genessee
residents representing a broad range of experiences (both large and small projects as well as overall positive and negative

experiences) based on historical records and personal experience to achieve three main goals:
e Solicit/identify authentic input from community members on ARC experiences
e |dentify suggestions for changes to standards and the submission process
e Increase trust and alignment between community members and the ARC

Of the 70 out of the 885 households invited to participate, 24 individuals from those households contributed their

feedback. The questions were designed to be direct yet elicit authentic open-ended feedback from residents, a main



objective of the project. The consultant also spoke with four of the five ARC members to complete the picture of “the
current state” by learning what was working well, areas of resistance and ideas for improvement. The findings and
recommendations were synthesized in the attached summary and strategic insights report, including key insights,

challenges, issues and strategic recommendations for aligned action.

This report is designed to help the ARC understand how it’s perceived in the community and move forward in a
more positive and collaborative manner through community-driven solutions. This report elicits four core strategic

recommendations, including:

e Update standards every three to five years with a focus on increasing property values in the modern era through a
co-created community effort

e Digitize and streamline submittal process to provide additional context for design decisions and require further
clarification of goals and intended outcomes of the project at the beginning of each process

e The importance of increasing education of residents to better understand the ARC’s role, the standards and
submission process and for the ARC to learn how it can better serve the community through surveys at the end of
each engagement

e Enhance transparency and communication on behalf of the ARC in acknowledging the turbulent past, be more
inclusive to working Genesee residents to participate in community meetings and shifting to an attitude of trust
and collaboration moving forward

The report provides explicit examples of how to achieve each of these recommendations grounded in focus group output.

Where we live matters. The people have chosen Genesee for its preservation of the natural landscape, open space,
amenities, location and love of their neighbors. There is a deep appreciation of the purpose, structure and mission of the
ARC and while there has been turbulence in the past, all residents interviewed believe it has the potential to be a
community asset. This project is an investment intended to heal those frustrations and conflicts and ultimately, create a
community that people take pride in and love. In the spirit of transparency and communication, the final report will be

shared online. For questions and opportunities to be part of the solution, please contact the ARC Chair.



ARCHITECTURAL REVIEW COMMITTEE (ARC)
FOCUS GROUP SUMMARY &
STRATEGIC INSIGHTS REPORT

-~ September 2021
By Consultant Katie D’Andrea



Contents

7/ 7 K/ K/ 7/ 7 K/ K/
RS X I X R X R C SRR C S X S X4

Project goals & outcomes

Focus group selection & process
Key themes & observations
Common ground

What's going well

Challenges

Issues

Strategic recommendations




Project Goals & Outcomes

e Goals:
o Solicit/identify authentic input from community members
o Identify suggestions for changes to standards
o Increase trust and alignment between community members and the ARC

e (Qutcomes:

o)

O O O O

Change perception of the ARC among community members

Inspire residents to be more proactive and prepared in ARC submission process
Update and digitize standards as well as submission process

Increase trust and collaboration between community members and the ARC
Produce a report with key insights, learnings and strategic recommendations



Focus Group Selection Process

e ARC Chair and Board Liaison to the ARC identified community members

representing a broad range of experiences based on historical records and

personal experience:
o Large, complex projects
o Small projects
o Overall positive experience
o Overall negative experience

e The consultant invited over 70 community members to participate in one of
four focus groups

e An article was published in The Genescene about this project with an open
invitation to participate in a focus group



Key Themes & Observations

e There is alignment within the community that the ARC serves to:
o Help protect and enhance property values
o Be atrusted advisor in that process

e There is an education gap between the ARC’s legal charter and some
community members’ perception of it

e Community members are frustrated with the inconsistency over time:
o  Of architectural standards

Among the different ARCs

From what one person gets approved to another

From one conversation/meeting to another

Between one ARC member’s opinion to that of another

Of how standards are applied based on location

O O O O O



Key Themes & Observations (Continued)

Genesee residents and the current ARC have a strong desire to have more
transparency, objectivity and trust in the understanding and application of
ARC standards

Overall experience with the ARC varied dramatically from one resident to
another - from very positive to very negative

Focus Group participants (24 individuals) were self selected from a larger
group of invited residents (70 households) and may not accurately represent
the broader Genesee community’s perspective (885 houses)



Strategic Recommendations for the Future

Update Standards

Digitize and streamline submittal process
Increase education

Enhance transparency and communication



What was h




Where We Have Common Ground

Residents...

Come to Genesee for the natural landscape, open space, amenities and
location

Appreciate the purpose, structure and mission of the ARC and believe it has
the potential to be a community asset

Desire to update aesthetic of community from the 1970s to modern day
Are committed to increasing property values

Believe the current ARC is more helpful and open than prior committees
Want more transparency, communication and collaboration throughout the
process

Are frustrated at the inconsistency over time (see key themes slide)

Love the community and their neighbors



What's going well

e The ARC is open and willing to improve its relationship with unsatisfied
members of the community

e Overall, the ARC members have had a very positive experience supporting
residents with their projects of varying scope and size

e When engaged from the beginning, the ARC has been very successful in:
o Establishing personal contact and a working relationship with residents
o Conducting a site visit and initial scoping conversation
o Serving as a sounding board for ideas, co-creating plans and reviewing issues

e The ARC provides architectural, landscaping and property improvement
process guidance resources to the community



Challenges

e Lack of community understanding and knowledge:
o  Of the role, responsibility and scope of the ARC
o  Of where to look for lists of plants, rocks, paint, etc
o  That forms are currently online
o  The difference between covenants and standards
o  That the standards have been updated numerous times

e Perception of poor customer service:
o  Egocentric, combative, controlling, power-hungry, overreaching, nit-picky, micromanaging and stuck in the
past
Inconsistent & subjective - conflate personal opinions with following the established standards
Tone is aggressive, insulting and threatening
Look for reasons to say no, not reasons to say yes
o  Make recommendations without budgetary considerations

e Some frustration regarding paid ARC staff:
o  Anger and frustration about paying professionals
o  Perception that paid ARC members have to prove value by seeking reasons to reject plans - “power trip”
o  Some stated its a poor allocation of resources

o O O



Issues

e Inconsistent enforcement of standards

o “Standards are a moving target”
o Subjective and inconsistent application of standards

e Bureaucracyisa deterrent:
o General attitude: “Better to ask for forgiveness than permission”
o Hope changes go unnoticed until statute of limitations runs out after a year
o Time consuming, frustrating, expensive
o No repercussions to not submitting to the ARC
o Application process is tedious - no ability to amend past applications
e Community looks and feels outdated:
o Too tedious, frustrating and time consuming to go through ARC process to renovate exterior

o Location of house impacts ARC expectations and application of standards
o The ARC cannot enforce residents to update their property
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Update Standards

e Reuvisit standards every three to five years with a focus on increasing property values in
the modern era
e Develop a community steering committee and/or host community focus groups to review

and revise the standards in partnership with the ARC, including:
o  Firewise plantings and landscape design
o  Water/irrigation guidelines and water reduction solutions
o  Health safety welfare for structural health to prevent architectural/structural damage from landscape design
elements

e Make standards more explicit and clearly defined in 2007 Revised Standards document

o  Revise design to enhance readability
o List out elements instead of paragraph form
o  Ensure various checklists are up to date

e Offer cost effective solutions for modern structural and aesthetic updates



Digitize and Streamline Submittal Process

e Digitize standards with links to resources and a rationale for why

o  Create interactive online form/checklist and online submittal process

o  Create a pre-approved list of projects residents which do not need ARC approval

o  Create list of approved plants, rocks, bark, colors, door styles, etc. which residents do not need ARC approval
o  Update and digitize color palettes using QR codes

e Connect an updated application/submittal process to the guidelines section with a preliminary
checklist

e Send monthly/quarterly communications via email and The Genescene with links to updated
submission process including screenshots of process, tips and examples of best practice

e Mandate pre-meeting before submittal process to co-create goals and advise design options
o  Collaborate to identify cost-effective, appealing solutions

e Require more information from resident in initial submission to help clarify goals, outcomes and
nuances to their project
e Allow for residents to make changes to their submission rather than create a new form



Increase Education

e Develop an online platform/forum to:
o  Explain the differences between:
m  Covenants and Standards
m  The Board and the ARC
o  Stand up a moderated online community forum where community members can ask constructive questions and have
an ARC member respond within 72 hours
o  Repost and categorize digitized Genescene articles

e Host quarterly/semi-yearly open community sessions on the Standards and frequently asked
questions, share what is being done around the community and what is required by the ARC per

Genesee’s Standards
o  Encourage new residents and residents planning exterior changes to attend

e Provide a resident feedback form/aftercare survey at the completion of each project for continued
learning and growth

e Visually capture the ARC process and available resources to help residents see how the ARC can
support them in their process via short videos (saved on YouTube/Vimeo) and one pager

e Community members need to take responsibility for educating themselves on the Standards and
role of the ARC



Enhance Transparency & Communication

Share findings and outcomes from this project

Publicly acknowledge turbulent past and state commitment for the future via The
Genescene

Publish monthly article in The Genescene with “case studies”, tips for an easy submission
process, projects approved vs. submitted and why, what the ARC is doing in the
community and a link to the digital Standards

Offer online Q&A forum

Host open houses and community walks to visually demonstrate desired outcomes
Shift times of community meetings to outside of work hours

Embrace a solution-forward approach - Instead of rejecting an idea/plan, ask, “How can
we work together to achieve your goals?”

Conduct yearly community surveys to learn more about what's going well and areas for
improvement
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Questions

e What does the Genesee ARC (Architectural Review Committee) do in this community?
Explain.

e What are your general feelings about the ARC? What words or phrases come to mind when
you think of the ARC?

e If you have interacted with the ARC, what are specific issues, concerns or problems you've
faced?

e If you have interacted with the ARC, what are positive experiences or outcomes you've had?

e How might the ARC build greater trust with members of the community? What steps might
ARC take to build trust with members?

e Are there specific regulations or covenants you think should be revised? (Sent website in
advance).
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