
 

Serving on the board of a community association is a volunteer role that often requires significant time and energy. 
Most board members balance association responsibilities with full-time jobs, family commitments, and other 
obligations. When the demands of managing the association become overwhelming, particularly in communities 
facing financial limitations, deferred maintenance, high volumes of owner communications, or difficult 
personalities, board member burnout can occur. 
 
Burnout can negatively impact the effectiveness of the board, reduce participation, and make it difficult for the 
association to maintain consistent leadership. The following overview discusses common warning signs of board 
burnout and practical strategies boards can implement to create a more sustainable governance structure. 

Board burnout rarely happens overnight. Instead, it often develops gradually as frustrations and workload pressures 
build. Some common warning signs include: 
 

●​ Board members stop responding to board communications or begin missing meetings. 
●​ Increased frustration regarding the time commitment required to serve on the board. 
●​ Board members become short, impatient, or argumentative with owners or fellow directors. 
●​ Expressions of resignation, including statements that a member intends to step down or will not run again. 
●​ Feelings of being overwhelmed by issues such as limited financial resources, deferred maintenance 

projects, employee turnover, high volumes of emails, or persistent complaints from residents.​
 

When these warning signs appear, the board should take a step back and evaluate whether responsibilities are being 
distributed effectively and whether structural changes may be necessary to reduce the burden on volunteer 
leadership. 

If burnout becomes apparent, the board should consider several immediate steps: 
 

●​ Reevaluate how responsibilities are distributed among board members. 
●​ Reduce unnecessary board involvement in day-to-day operational matters. 
●​ Implement structured communication systems so owners are not contacting individual board members 

directly. 
●​ Expand committee involvement or consider engaging professional management assistance.​

 
Taking proactive steps early can help stabilize the board and prevent further loss of participation or leadership. 
 
 

 



 
 

 
Educate Board Candidates and New Board Members 
Burnout can begin when individuals accept a board position without fully understanding the responsibilities 
involved. Associations should clearly communicate expectations before elections so potential candidates 
understand the role they are considering. Providing a written description of board duties and the typical time 
commitment can help set realistic expectations. 
 
Once elected, new board members benefit from an orientation process that familiarizes them with the association’s 
governing documents, meeting procedures, and current projects. Some associations assign a mentor from among 
the existing directors to help new members get up to speed. Clearly defined officer roles and occasional rotation of 
those roles can also help prevent one or two individuals from carrying a disproportionate share of the workload. 
 
Establish Communication Protocols 
One of the most common sources of board burnout is an overwhelming volume of owner emails, calls, and 
informal communications. 
 
Associations should establish clear communication protocols such as: 
 

●​ Directing owner communications through management or a designated association email account. 
●​ Using automated responses that explain expected response timelines. 
●​ Discouraging owners from contacting individual board members directly. 
●​ Avoiding one-on-one email debates with owners or discussions of association matters on social media. 

 
These boundaries help maintain professionalism while protecting board members’ time. 
 
Utilize Committees 
Committees are an effective way to distribute work across the community rather than placing the burden entirely 
on the board. Committees can assist with tasks such as architectural review, landscaping oversight, social events, 
or research on specific projects. 
 
In addition to reducing workload, committees often serve as an excellent training ground for future board 
members. Residents who participate in committees gain valuable experience with the association’s operations and 
may later be willing to serve on the board. 
 
Utilize a Management Company 
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For many associations, professional management can play an important role in preventing burnout. A management 
company typically acts as the primary communication contact for owners, handles routine requests, and manages 
many day-to-day operational tasks. 
 
When properly utilized, management helps filter issues that require actual board decisions while handling 
operational matters such as maintenance requests, owner complaints, and vendor coordination. This structure 
allows the board to focus on governance and policy decisions rather than routine administrative tasks. 
 
 
Have a Strategy for Dealing with Difficult Owners 
Difficult personalities and repeated complaints can quickly drain the energy of volunteer leaders. Associations 
should adopt clear procedures for handling violations, complaints, and harassment issues so that board members 
are not forced to manage these situations informally. 
 
Best practices may include maintaining a written enforcement policy, routing difficult communications through 
management or legal counsel, and avoiding informal discussions with owners outside of meetings. If 
communications become abusive or harassing, legal counsel can often provide guidance on appropriate next steps. 
 
Establish Protocols for Board Conduct 
Professional behavior within the board itself is essential to maintaining a productive working environment. 
Associations may consider adopting a Board Code of Conduct if internal conflict becomes an issue. 
 
At a minimum, boards should strive to: 
 

●​ Communicate respectfully with fellow board members. 
●​ Support decisions once they are made by the board as a whole. 
●​ Avoid publicly criticizing board decisions in meetings, emails, or on social media. 

 
Strong internal communication can prevent unnecessary tension and improve collaboration. 
 
Plan Efficient Board Meetings  
Poorly organized meetings can significantly increase frustration and time commitments for board members. 
Effective meeting procedures help keep discussions productive and efficient. 
 
Boards should consider: 
 

●​ Ensuring all official board decisions occur during properly noticed meetings. 
●​ Distributing agenda packets in advance so directors can review materials beforehand. 
●​ Using consent agendas to handle routine matters quickly. 
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●​ Establishing timed agenda items to keep meetings focused. 
●​ Keeping meetings reasonably short whenever possible. 
●​ Establishing meeting rules for both board members and owners. 

 
In some situations, virtual meetings may also help maintain order, particularly when owners frequently interrupt or 
disrupt meetings. 
 
Offer Board Member Support 
Volunteer leaders should feel supported in their roles. Boards should not hesitate to seek professional advice when 
complex legal, financial, or operational issues arise. 
 
Encouraging board members to attend educational programs, ask questions, and consult with legal counsel for the 
association when necessary helps ensure that directors feel confident and informed when making decisions. This 
support structure can significantly reduce stress and uncertainty. 
 
Plan for Leadership Succession 
Finally, successful associations plan ahead for leadership transitions. Without a pipeline of new volunteers, the 
same individuals may feel pressured to serve indefinitely. 
 
Associations can encourage new participation by inviting residents to join committees, involving volunteers in 
projects, and promoting mentorship between experienced directors and newer members. Committees often provide 
an ideal opportunity for residents to learn about the association before committing to a board position. 
 
Proactive succession planning helps ensure that responsibilities remain shared and that no single group of 
volunteers becomes overwhelmed. 

Board burnout is a common challenge in community associations, particularly in self-managed or smaller 
communities. However, with thoughtful governance structures, clear communication systems, effective 
delegation, and strong volunteer support, associations can significantly reduce the risk of burnout and create a 
more sustainable leadership environment. 
 
If your association is experiencing board burnout or would like guidance on governance best practices, please 
contact our office for assistance. 
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