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1. Office Docs
a. Behavioral Values

b. Office Policy
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3. Team Cdaching
Monthly Close out schedule - Folder

Customer Service touch points
Grace Hill training schedule
Annual review form

Annual self-review

Annual self-review as PDF

Steps for team member discipline
Disciplinary form
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h. Team Member Files - Folder

1. Termination info - Folder

J- Investability Inquiry EM

k. Team Member Anniversary Dates

Payroll

a. Payroll Totals Spreadsheet - Folder

b. Monthly compensation calculation - Folder

c. PTO Spreadsheet
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. Enrollment Letter B
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Risk Mitigation Payouts \

Tenant Release Form
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gal Fee invoice
Postage Invoice
Settlement & Release- Application Fee
P/E Sheet — VPO

Bolte Sec Dep List

Forwarding address instructions
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CheckBook Balances - Folder
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Google Review Request

Completed Incident Forms - Folder

Meeting Notes - Folder

Reasonable Accommodation & Modifications - Folder
2017 Employee Goals

New Mgmt Agreement

Voice Mail messages - Folder

Misc Labels — Folder




Position Overview — Vice President of Operations (VPO)
Reporting to the President.

The VPO is accountable for the overall daily operations of the Grace Management Team
Members. The VPO has all Grace team members report to them with the exception of the PM’s,
who report to the Vice President of Property Management (VPM). The VPO will work closely
with the VPM to ensure Grace Team members and all GM processes are working smoothly
with all other aspects of the business.

A primary objective of the VPO is to make each individual GM team member successful.

The VPO must be fully knowledgeable of all team members System Manuals.

“Your business is perfectly designed to achieve the results you are currently — if
don’t like your current results — redesign your business.”

System Manual Overview:

Property management done on a large scale is an g
parts. In order for Grace Property Management to be
it does business.

x busipess with many moving
consistent in the way

Each team ri'@ber shall constantly work to improve the system. One purpose of the monthly
Performance / @adgtation meeting with the Director of Operations is to ensure that on-going
system improvewents are suggested, discussed, documented, and implemented.



1- GM Hiring
Measure of Success: Have fully vetted new GM team members
ready to start work before the date they are needed.

1. The VPO must work the hiring process to ensure GM only hires GM team members who
match ALL of the GM behavioral values.

2. The decision to make a new GM team member hire shall come from the PR.
a. The VPO; working with the PR, shall be responsible for advertisin viewing
and making the hiring recommendations to the PR.

b. The VPO shall follow the GM hiring process (template 2.G) ) 1ew
questions (template 2.A)

c. Once the VPO has selected who they believe to
candidate shall also be interviewed by the PR a

shall make the hiring decision.

d. The VPO may wish to inclu

rials, their System Manual, office area,
ground running’.
ire’s file using the new hire checklist (template

uring the initial 90-day probationary period of a new hire, the VPO shall work
losely with the new GM team member and have weekly meetings. The VPO
uld micro-manage during the first 90 days.

4. Hiring mistakes will happen, and when they do, corrective action should be taken swiftly.
a. If after hiring a new GM team member, it is obvious that the new hire is not a
good fit (for whatever particular reason) for GM, then the VPO should consult
with the PR to determine if the new hire either needs more attention to help
improve or should be fired.



b. The VPO should always move fast to fix mistakes — especially hiring mistakes.

C.

The VPO should not fall into the trap of giving their limited time and resources to
the low performing GM team members in an attempt to ‘fix’ them. Rather the
VPO should focus their time and energy on making high performing team
members even MORE successful.

The GM model for hiring and firing shall be: Hire slow — fire fast.




2- GM Team Member Coaching
Measure of Success: Conduct weekly one-on-one meetings with

each GM team member.
1. All GM team members will report to the VPO. (All non PM’s)

2. The VPO should lead and coach the GM team members in order to make each of them
successful.

3. A necessary aspect of the VPO leading and coaching the GM team me
accomplished by the VPO bringing three things to the office every d
Energy:

1. The VPO must find ways to bring inspigh

and passion to the GM team members s& C to give

GM their best efforts.
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% clejr on what they must do
ey do contributes to

4. Accountability: ®
1. The VPO mu t the work of each GM team
member tgerls eeting their measures of success.

7. The VPO should ensure that all GM team members know and follow their system
manual.
a. If a problem, question or issue is brought to the attention of the VPO by a team
member, the VPO should first ask the team member if their issue is addressed in
the system manual.



b. Ifitis, have the GM team member review the system manual and follow the
system manual.

c. If the issue is NOT address in the SM, the VPO should work with the GM team
member to come up with a solution, and if appropriate, add that to the team
member system manual.

8. The VPO shall step into any GM team member issue involving any of the following:
a. Dissatisfied GM team member
1. The VPO should follow existing Grace Management office policy to
resolve any issues and make every effort to resolve all issue

9. The VPO shall conduct weekly one-on-one meetings with each indi
member.

a. One-on-ones should be conducted every week and calg

time slot so that they are on the same day and at the sa

b. The VPO should keep individual nggebooks for
they will keep bullet point notes of %@ meeting.

ch GM (cmme®fmber where

c. The purpose of this weekly
GM team member and
team member is facing
continual basis.

ﬂ relationship between the
ow what current issues the

ation on how to run a weekly one-on-one meeting review the
listed as ‘Manager tools’ on template 6.G — (required reading

list) and watch the one-on-one video training (template folder 3.G in the VPM’s
SM). <-- marc to load into her SM as needed.

10. The VPO shall conduct monthly performance / evaluations (PE) meetings with each GM
team member.
a. The purpose of the monthly PE meeting is to review the performance of the GM
team member and the performance of the system.

b. The GM team member should complete their position specific PE sheet prior to
this meeting.



c. The meeting should be held at the end of the month and should review the results
of the month.

d. Each month the team member and the VPO should read out loud line by line
through one KRA item number for that month. (covering 1 KRA per month). This
will allow the entire SM, including all templates to be fully reviewed in full one
time per year.

e. The purpose of reading line by line through the SM is to determine
1. Is the SM correct in the way it describes what the team member should be
doing?
ii. Is the team member doing it per the SM?
iii. How can we improve it?

f.  Both the team member and the VPO should use this opportu
SM for best practices and make any changes.

g. Changes and improvements should be expected to keepl
efficiency, and accuracy. Always look for ways

11. The VPO shall evaluate each GM t,
feedback.

a. The primary time to giv&eedba S i

VPO should note the event i i

be given at the next wee

ensure each GM team member always clearly
ed of them, how they should do it and how we

14. No later then the 28" day of each month complete the monthly close-out schedule
(template 3A) and e-mail that to all TEAM members.

15. Keep track of ALL company and team member usernames and passwords for computers,
websites, organizations, on the P Template (template 6A).
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