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Systems Manual: Vice President — Property Management (VPM)

KRA’s — Key Result Areas

* Position Overview / System Manual Overview
1. Hiring

2. Coaching

3. Paperwork Review and Approval

4. Client Conflict Resolution Q
5. New Account Oversight

6. Vendor Oversight Q

7. Leadership and Development ®

8. Other ® \

One Drive Templates: Q\’

1. Office docs

a.

b
C.
d

ting-Interview Checklist

Job Posting Description (Folder)
aa. CPM Job Description

bb. PM Job Description
Interview Questions

Reference Questions

IC Agreement (Folder)

PM New Hire Checklist

New Hire Welcome Email

PM Training Checklist

B@ o ao

3. PM Team Coaching
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Annual Review Form

Annual Self-Review Form

Steps for PM Discipline

Disciplinary Form

PM Files (Folder)

a. PMs (Folder - each PM has own folder)

b. E&O Insurance (Folder for every year with certificates)
c. RE License (Folder - each PM has own folder, plus spreadsheet to track CE
classes)

d. Past IC Agreements (Folder)

f Termination checklist

g. PM Anniversary Dates

° o op

4. PM Payroll
a. Property Managers (Folder — each PM has own folder)
b. Prior Year Payroll Backup for PMs (Folder for each y¢ w sub folder within
the year)
e. Payroll Adjustments — 2023 (no longer using fis she

Paysheet Template- Bonus
Paysheet Template- No Bonus
€. Payroll Process ®
° \

e o

5. Vendor Relations

a. Vendor Questionnaire

b. Vendor Agreement

bb. Vendor Agreement )

c.

d. ’ X ;

e. cQ Turn On

f r Turn On

g. Swdnp Cooler Turn On
h.

ermination Thank You Email
Reading List

Sheet — VPM

New Owner Welcome e-mail

Google Review Request

Notice of Management Fee Increase
Notification of Change in PM

Template — Review Responses

Owner Check In — New Lease

Property Foreclosure Procedures (Folder)
Weekly Wed Meeting Agendas (Folder)
Management Fee Increases (Folder)

BT T PR e o g
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7. Spreadsheets

a. Prior Year Property Reports (folder — past year docs)
b. Pending Terminations
C. Waived Management Fees

Revised 01.15.24



Position Overview — Vice President, Property Management (VPM)
Reporting to the President.

The VPM is accountable for the overall daily operations of the Property Managers. The VPM
will work closely with the President (PR) and the Vice President Operations (VPO) to ensure
Property Managers and all PM processes are working smoothly with all other aspects of the
business.

All Property Managers will report to the VPM.
The primary objective of the VPM is to make each individual Property Manager s sful.

The VPM must be fully knowledgeable of the Property Manager System Ma

System Manual Overview:
Property management done on a large scale is an exfremely corfgplex bujiness with many moving
parts. In order for Grace Property Management to & ccessful, e consistent in the way
it does business.

®

ce Management processes to be
ual is to provide a consistent way
anagement will do property

Systems are simply road maps or instructio t al
repeated and easily duplicated. The pur@se of S
of doing business and to define HOW Gracg@@rop
management.

PMs will be provided with positio cifi sdres of success so that each PM always knows
whether or not they are giisceeds

Revised 01.15.24 5



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

1. The VPM will work the hiring process to ensure GM only hires PMs who meet GM
Behavior Values.

2. The decision to make a new PM hire must be approved by the PR.
a. The VPM, working with the PR, shall be responsible for advertisin
interviewing, and making the hiring recommendation to the PR.

b. The VPM shall follow the GM hiring process as outlined in
Checklist (template 2a).

c. Once the VPM has selected who they believe to be the
candidate shall also be interviewed by the PR. Tfhe
shall make the hiring decision.

$date, that
Lo with the VPM,

d. The VPM may wish to include the VP(X

) the intervicw and hiring process and
should seek their guidance ag

3. Once a new PM hire has been made shall ensure that before the new PM starts,
they have all material, their Syst,

ing’.
thie PM New Hire Checklist (template 2f), two
date.

O will activate and deactivate BCC via Microsoft Outlook at the request
he VPM.

4. Hiring mistakes will happens, and when they do, corrective action should be taken
swiftly.
a. If] after hiring a new PM, it is obvious that the new hire is not a good fit (for
whatever particular reason) for GM, then the VPM should consult with the PR to

determine if the new hire either needs more attention to help them improve or
should be fired.

b. The VPM should always move fast to fix mistakes — especially hiring mistakes.
The VPM should not fall into the trap of giving their limited time and resources to
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low performing PMs in an attempt to “fix” them. Rather the VPM 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”.

d. Ifthe PR approves the decision to terminate a PM, the VPM shall work the
Termination Checklist (template 3f).
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2- PM Coaching
Measure of Success: Conduct weekly one-on-one meetings with
each PM.

1. All PMs will report to the VPM.

2. The VPM should lead and coach the PMs in order to make each of them successful.

3. A necessary aspect of the VPM leading and coaching the PMs is accompli
VPM bringing three things to the office every day:

a. Energy:
The VPM must find ways to bring inspiration, excitem sion to
the PMs so that they WANT to give GM their S.

b. Clarity:
Every PM must be 100% clear on what tgey mu order to “win” and

ntributes\@athe oferall success of the

understand how what they d
organization.

ork of the PMs to ensure they

c. Accountability:
The VPM must o@ptinua
are meeting their meagures

uC

4. The VPM must constantly ncPM results with PM retention.
a. GM w ductivity of each PM but not push them so hard
ould ever want to leave the organization.

5. The VPM shallge oin®™0T contact for each PM anytime they encounter a problem,
qu issud Thi should work to guide, coach, mentor and when necessary,

1d ensure that all PMs know and follow their PM System Manuals.

If a process problem, question, or issue is brought to the attention of the VPM by
M, the VPM should first ask the PM if their process question is addressed in
the system manual.

b. Ifthe process question is addressed in the SM, then have the PM review the
System Manual and follow the System Manual.

c. Ifthe issue is NOT addressed in the SM, the VPM should work with the PM to

come up with a solution and if appropriate, add the solution to the PM System
Manual or create a template document that specifically outlines the solution.
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