
HOA Q&A Brandon Johns 
How to address the parking issues?  
 

Addressing congested parking issues, especially at a neighborhood entrance, requires a multi-
faceted approach that balances enforcement with clear communication and practical solutions. The 
optimal strategy often depends on whether the roads are public or private (Harper’s Preserve 
Homeowners' Association - HOA controlled). 

First and Foremost: The critical safety concern regarding congested parking at Harper’s Preserve entrance. 

The severe parking congestion at the entrance of Harper’s Preserve on Harpers Trace Blvd. during peak school 

hours (drop-off and pick-up) poses a significant and unacceptable safety risk. This situation endangers 

residents, school children, and the crossing volunteers. Addressing the safety of our children and residents is the 

highest priority for our community, and immediate corrective action is required to resolve this congestion. 

Managing School Road: Working with CISD, Montgomery County, and the adjacent apartment 
complex to designate the School Road for School use and through traffic only is essential to allow 
parents to safely drop off and pick up their children. This would be the only allowable option and must 
be enforced. Eliminating the 18-wheeler parking, and all miscellaneous vehicles from parking along 
the School Road should allow for sufficient flow-through traffic and parent drop off and pick up of their 
children. Accomplishing this will take a collective effort from the three entities mentioned above. 
 

Here is a comprehensive parking approach covering policy, enforcement, fines, and 
towing: Without community buy-in, any enforcement policy will fail. 

1. Establish Clear Rules and Communication 

The foundation of any successful parking solution is clarity and consistent communication. 

• Define "Congested Entrance": Clearly specify what constitutes a parking violation at the 
entrance of Harper’s Preserve (e.g., within 300 feet of the gate entrance, blocking a restricted 
lane, obstructing the view/flow of traffic, etc.). Use clear, measurable criteria. 

• Update Governing Documents: Ensure the parking rules, fine structure, and towing policy 
are legally documented in the Harper’s Preserve Community Covenants, Conditions, and 
Restrictions (CC&Rs) or other official rules, and that residents are formally notified of any 
changes. (Consulting with an attorney is vital for legal enforceability, especially regarding 
state/local laws about private property towing.) 

• Clear Signage and Markings: Install highly visible "No Parking - Tow-Away Zone" signs 
(meeting all local legal requirements for size, height, and content) at all key Harper’s Preserve 
entrances and along restricted areas. Use paint (e.g., red curbs for fire lanes/no parking) to 
clearly mark restricted zones. 

• Educate Residents: Use newsletters, emails, community meetings, and a website to 
repeatedly inform residents about the new rules, the reasons for the rules (safety, access for 
emergency vehicles), and the consequences (fines, towing). 

 

 

 

 

 



2. Methods of Enforcement 

Enforcement must be consistent, fair, and transparent. 

• Resident/Guest Permit System (Recommended): Implement a parking permit or decal 
system for residents. This makes it immediately clear which vehicles are authorized. For 
guests, use a temporary, easily trackable system (e.g., a digital registration system or dated 
hang tags) to manage duration and location. 

• Regular Patrols/Monitoring: Designate a specific person, committee, security personnel, or a 
parking management service to routinely monitor the restricted entrance area. This could be 
multiple times a day, especially during high-congestion periods. 

• Technology: Consider using simple tools like a community app or website for residents to 
report violations. For advanced enforcement, License Plate Recognition (LPR) technology can 
track repeat offenders and manage permits. 

• Due Process: Establish a clear procedure for documenting violations, potential photographic 
evidence, license plate number, date, time, and specific violation. Maintain detailed records. 

3. Fine Policy 

Fines should be structured to encourage compliance, not just generate revenue. 

• Warning System: For first-time, non-emergency violations, implement a clear written warning 
(e.g., a ticket placed on the vehicle or a letter sent to the resident/owner on file) detailing the 
violation and the consequences of future offenses. 

• Progressive Fines: Implement a progressive fine structure for repeat offenders: 

o 1st Offense: Written Warning. 

o 2nd Offense: Fine  (e.g.,$50 - $100). 

o 3rd Offense: Increased Fine Amount (e.g.,$100 - $300) + Potential Towing. 

o Note: For safety-related violations (e.g., blocking a fire lane), skip the warning and 
proceed directly to a fine and/or immediate towing. 

• Collection: Fines should be levied against the property owner or permit holder responsible for 
the vehicle, not just the driver. Establish a clear process for fine appeal. 

4. Towing Policy 

Towing should be considered the last resort for general violations but a mandatory action for safety 
risks. 

• Criteria for Immediate Towing: The policy must clearly state that certain violations result in 
immediate towing at the owner's expense, with no warning or fine required: 

o Blocking the main entrance/exit of Harper’s Preserve. 

o Parking in a designated fire lane or within a required distance of a fire hydrant. 

o Blocking access to a driveway or emergency utility access. 

o Parking in a clearly marked, restricted zone (especially if repeated offender). 

• Warning Before Tow (for non-immediate situations): If the vehicle is parked improperly but 
not creating an immediate hazard, the fine/towing policy should state that the vehicle is subject 
to towing if not moved within a specific time (e.g., 24 hours) after a violation notice is issued. 

 



• Towing Vendor Contract: Contract with a reputable, licensed towing company. The contract 
must stipulate clear service fees, response times, and compliance with all state and local laws 
regarding tow signage and notification of local law enforcement. Crucially, the HOA/property 
association management should not receive any financial compensation from the 
towing companies ("kickbacks") as this is illegal in many districts and creates a conflict 
of interest. 

 

Key Consideration: Private vs. Public Roads 

• Keeping the entrance road designated private property (HOA-controlled): The community 
has significant control over its own rules and can enforce fines and towing directly, provided all 
required legal notices and signage are in place. 

• If the entrance road becomes a public right-of-way: The HOA/community's enforcement 
authority is limited or non-existent. In this scenario, Harper’s Preserve must rely on the 
Montgomery County Sheriff’s Department (MoCo) or Constables  for (Police/Code 
Enforcement) to issue tickets and authorize towing, as they have authority over the public 
street. In this case, the community's best recourse is to document violations and continuously 
petition the city/county for increased enforcement. 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



Addressing Harpers Trace gate: Manned or Unmanned 

Quick summary / recommended approach 

For Harper’s Preserve community, the best compromise is a hybrid solution: an automated gate 
with robust access control (RFID, app, intercom, visitor pre-registration, LPR optional) plus remote 
monitoring and manned coverage during peak hours or by periodic roving guards. That gives 
strong security, lower operating cost than 24/7 staffing, and good emergency access. 

 

1) Manned vs Unmanned — pros & cons 

Manned gate (security guard at gate booth) 

• Pros 

o Human judgement for visitors, deliveries, disputes and suspicious behavior. 

o Visible deterrent to crime, immediate incident handling. 

o Can enforce HOA rules actively (speeding, parking, guest policies). 

o Easier for vulnerable residents who prefer personal contact. 

• Cons 

o High recurring cost (wages, benefits, training). 

o Staffing challenges (scheduling, sick leave, turnover). 

o Vulnerable to human error or corruption if not well-supervised. 

o Booth/amenities and payroll make it less flexible after hours. 

Unmanned (automated/electronic) gate 

• Pros 

o Lower ongoing labor cost; operations largely automated. 

o Modern access-control features (RFID tags, smartphone app, visitor pre-registration, 
license-plate recognition). 

o Consistent logging of entries/exits (audit trail). 

o Easier to scale (can add more lanes, features). 

• Cons 

o Upfront capital cost can be high depending on system. 

o Technical failures (power, controller, sensors) require maintenance. 

o Tailgating and social engineering remain concerns. 

o Less human judgement — harder to resolve disputes in real time. 

Hybrid 

• Combines advantages: automated access and logging, supplemented by remote monitoring, 
occasional manned shifts or roving officers for peak times / events. 

 

 



2) Typical costs (very generalized ranges) 

(Costs vary widely by region, lane count, site conditions, terrain, local labor; treat these as ballpark 
ranges.) 

Capital (one gated vehicle entry lane) 

• Basic swing or sliding gate (steel/aluminum, manual install): $3,000 – $8,000. 

• Automated operator added (motor, controls): $3,000 – $10,000. 

• Full single-lane automated system with access-control (RFID, intercom, gate operator, safety 
sensors, basic CCTV): $15,000 – $50,000. 

• Higher-end systems (license-plate recognition, robust visitor-management software, two lanes, 
barrier arm, badge readers): $50,000 – $150,000+. 

Recurring / operating costs 

• Guard wages (if manned): $15–$40+/hr depending on market. Example: 24/7 coverage at 
$20/hr costs $3,360/week or $174,720/year for one position (168 hours/week × $20/hr × 52 
weeks). Note: to staff a single continuous position requires ~4.2 FTE (168 ÷ 40 = 4.2) to cover 
vacations/leave. 

• Remote monitoring service (video monitoring / alarm monitoring): $200–$1,000+/month 
depending on level. 

• Software subscription (visitor management, mobile access): $50–$1,000+/month depending 
on features and user count. 

• Maintenance contract for gate operator, controls and sensors: $500–$3,000/year typical; 
higher for complex systems. 

• Repairs / parts (motors, sensors, loop detectors): $500–$5,000 depending on failure. 

Other costs 

• Electrical trenching, conduit, concrete pads: $2,000–$15,000 depending on site. 

• CCTV/NVR storage for 30 days: initial install $2,000–$10,000, plus storage costs. 

• License Plate Recognition (LPR): $10,000–$40,000 depending on camera/count and software. 

• Backup power (generator or battery backup/UPS): $1,000–$10,000. 

 

3) Personnel needs / staffing models 

24/7 manned gate (single lane) 

• FTE required per gate: ~4.2 full-time officers (168 hours/week ÷ 40). 

• Add 10–25% for supervisor/management and coverage for training/holiday. 

• Training: customer service, gate procedures, emergency procedures, incident reporting, local 
laws, privacy/CCTV policy. 

Peak-hours staffing 

• Example: staffed 7am–9am and 4pm–7pm to handle traffic; remote monitoring overnight. This 
reduces labor cost substantially. 

 

 



Roving security model 

• One (or more) mobile officer(s) who periodically visit gates, patrol neighborhoods, and respond 
to incidents. Less visible at gate but cost-effective. 

Remote operator + local responder 

• Remote concierge answers intercoms, releases gate; local responder (roving) handles in-
person incidents. 

 

4) Maintenance needed (electronic gate and related systems) 

Daily/Weekly 

• Visual gate inspection (hinges, rollers, tracks), clear obstructions, test intercom. 

• Check emergency release handle accessible. 

Monthly 

• Test safety sensors and photo-eyes. 

• Test vehicle loop detectors and vehicle egress sensors. 

• Check gate alignment and lubrication points. 

• Review event logs and CCTV functioning. 

Quarterly / Biannual 

• Electrical connections inspection, tighten terminals. 

• Battery checks (for backup). 

• Clean cameras and lenses; check NVR/recording. 

• Software/firmware updates (controls, access-system devices). 

Annually 

• Full system tune-up by vendor or certified technician. 

• Test and document emergency egress and fail-safe operations. 

• Replace worn rollers, seals, drive belts, or sensors as needed. 

Estimated annual maintenance cost: $500–$3,000 for modest systems; higher for enterprise 
setups. 

 

5) Access control & technology choices (what to include) 

• Resident credentials: RFID cards/tags, secure windshield tags, BLE or mobile app 
credentials. 

• Intercom: VoIP intercom integrated with resident smartphone app. 

• Visitor pre-registration: Portal so residents pre-authorize visitors and generate one-time 
codes or QR codes. 

• License Plate Recognition (LPR): Good for frictionless resident entry; higher cost but strong 
convenience. 

• Tailgate detection: Loop detectors + radar to reduce unauthorized tailgating. 



• CCTV: Cameras covering inbound/outbound lanes, booths, and pedestrian gates. Retention 
policy (e.g., 30 days) and secure storage. 

• Redundant communications: Wired + cellular failover for intercoms and remote 
management. 

• Physical options: swing gate (cheaper) vs sliding gate (better for slope or short setback) vs 
barrier arm (fast throughput for high volume lanes). 

• Emergency override: Knox Box, fire/EMS automatic open, push-button at booth, or remote 
open for emergency responders. 

 

6) Safety, codes & legal/regulatory considerations 

• UL 325 standard (safety for gate operators) — purchase UL-listed operators and install per 
standard where applicable. 

• Fire/emergency access: local fire codes may require immediate egress or fire department 
access (Knox system, magnetic unlocking on siren, or automatic opening on emergency 
vehicle approach). Verify local fire marshal requirements. 

• ADA / pedestrian accessibility: ensure pedestrian gate(s) accessible and usable by people 
with disabilities; check local building code and ADA guidance for shared-use areas. Even 
private communities should consider accessible pedestrian routes. 

• Local zoning/permit: electrical permits, excavation permits or building permits are commonly 
required. Check municipality for required signage, sight-triangle clearances, and drainage 
impacts. 

• Privacy & surveillance law: notify residents/visitors that CCTV and LPR may be in use; data-
retention policies and access to recordings must follow applicable privacy and HOA rules. 

• Liability & insurance: discuss with insurance carrier — automated gate incidents (e.g., 
vehicle/pedestrian injury) may have specific coverage requirements; maintain maintenance 
logs. 

 

7) Rules and policies for homeowners (Suggested - HOA rules) 

• Resident credentials & responsibility: Harper’s residents responsible for safekeeping 
tags/cards and reporting lost/stolen credentials immediately. Fees for replacement. 

• Guest access policy: how to pre-authorize guests, maximum guest list, guest parking rules, 
contractor/vendor procedures. 

• Visitor parking & delivery rules: vendor hours (e.g., deliveries allowed 8am–8pm), staging 
areas for service vehicles, large delivery permission process. 

• No tailgating policy: fines for tailgating; mandatory slow speed through gate lane. 

• Data & surveillance policy: who can access recordings, retention period (e.g., 30 days), how 
requests are handled lawfully. Post signage at entry stating recording/video in use. 

• Emergency vehicle access: clear directions for prompt entry and exit by emergency services. 

• Guest/contractor liability: state that contractors must have insurance and follow community 
rules. 

• Dispute & appeals process: how residents contest an access denial or fines. 



 

 

8) Other practical items & considerations 

• Throughput & peak traffic: design lanes to match peak flows (morning/evening commuter 
peaks). For high volumes consider two lanes (in/out or separate entry/exit). Barrier arms are 
faster for high-throughput. 

• Site layout: space for queueing without blocking public roads; adequate sightlines for drivers 
backing out; drainage and snow clearing access. 

• Lighting & signage: adequate illumination, reflective signage, lane markings, posted speed 
limits. 

• Visitor management integration: integrate with HOA portal so property managers can control 
access, manage visitor lists, and produce reports. 

• Testing & acceptance: after installation, run test scenarios (power loss, fire response, camera 
failure, heavy rain) and document results. 

• Vendor selection: choose vendors with local support, UL-listed products, and good service 
SLAs. Get references from other HOAs. 

 

9) Example implementation options (3 typical flavors) 

1. Low-cost automated (small community / low traffic) 

o Single lane sliding or swing gate + basic operator, RFID tags for residents, intercom to 
resident phone. 

o Capital: $15k–$30k. 

o Maintenance: low. Remote monitoring optional. 

2. Mid-tier (typical HOA) — recommended 

o Robust gate operator, RFID + mobile credentials, visitor pre-registration portal, 
intercom, CCTV, battery backup, remote monitoring. Consider staffed peak hours or 
roving guard. 

o Capital: $30k–$80k. 

o Operating: software subscription + periodic maintenance + occasional on-site 
guard/rover. 

3. High-end / secure 

o Dual lanes (in/out), LPR, biometric or higher assurance access for certain zones, 
hardened gate, redundant communications and generator, full 24/7 security staffing or 
professional guard contractor. 

o Capital: $80k–$250k+. 

o Higher OPEX, maintenance and robust policies needed. 

 

 



10) Implementation checklist (steps to consider) 

1. Define goals: deterrence, convenience, traffic throughput, access logging, budget. 

2. Site survey: topography, utilities, sight lines, queue space, emergency access. 

3. Choose gate type (swing/slide/boom), lanes, and access-control tech. 

4. Consult MC FM 242 fire department and code enforcement for egress and permit 
requirements. 

5. Procure vendor(s) with UL-approved equipment and local service. 

6. Obtain permits and HOA approvals. 

7. Install: gate, operator, loops/sensors, intercom, power, CCTV, communications. 

8. Program access-control, resident credentials and visitor portal. 

9. Test emergency scenarios, fail-open/fail-closed behavior, battery backup. 

10. Publish HOA rules/policies; post signage (CCTV, speed, rules). 

11. Train staff (if any) and create incident escalation SOP. 

12. Put maintenance & monitoring contracts in place, schedule periodic audits. 

 

11) Final notes & pitfalls to avoid 

• Don’t skimp on safety sensors: accidents can create large liabilities. Buy UL-listed operators 
and proper safety devices. 

• Think egress first: design for emergency vehicles and power-loss scenarios. 

• Plan for tailgating: technology + policy + enforcement are needed — cameras alone won’t 
stop tailgating. (recommended camera warning for trespassers & tailgate warning) 

• Beware of over-automation without support: an automated gate with poor remote support 
or slow vendor response is worse than a simpler system with excellent service. 

• Budget lifecycle costs, not just initial price — replacement motors, software subscription, 
gate painting, and staff add up. 

 

1. Purpose 

The community gate system provides safety, privacy, and controlled access for all residents and 
guests. These policies ensure consistent, safe, and fair gate operations. 

2. Resident Access 

• Each household will receive assigned gate credentials (RFID tag, mobile app, or code) for up 
to two vehicles. Additional credentials are available for a fee. 

• Residents are responsible for safeguarding access devices. Lost or stolen devices must be 
reported immediately to the HOA or management company. 

• Do not lend or share your access credentials. Misuse may result in suspension of access 
privileges. 

 

 



3. Guest & Visitor Access 

• Residents must pre-authorize guests using the community’s visitor system or by calling the 
guard/intercom. 

• Guests must use the Visitor Lane and comply with guard or intercom instructions. 

• Delivery, service, and vendor access permitted only between 7:00 AM and 8:00 PM unless 
otherwise authorized. 

• Repeated unauthorized entry attempts or tailgating will result in denied access and possible 
HOA fines. 

4. Contractor & Vendor Access 

• Contractors must be approved in advance by residents and follow community rules. 

• Large trucks or service vehicles must use designated lanes and follow posted speed and 
parking limits. 

• Contractors working multiple days must obtain temporary RFID tags or daily passes. 

5. Gate Operation & Safety Rules 

• Tailgating is prohibited. Vehicles must stop and wait for the gate to close before another 
vehicle proceeds. 

• Speed limit: 10 mph within gate area. 

• No pedestrian use of vehicle lanes. Pedestrians must use designated walk gates. 

• Do not manually force gates open or closed. Damage caused by improper use will be billed 
to the party responsible. 

• Emergency Access: Fire, police, and EMS vehicles have override access via Knox system or 
siren activation. 

• During power outages, gates will automatically open/fail-safe for emergency egress. 

6. Security & Privacy 

• The gate area is under 24-hour video surveillance. Entry and exit activity may be recorded 
and retained for 30 days. 

• HOA reserves the right to review logs and footage for violations, damage, or safety issues. 

• Residents may request footage in writing, subject to privacy review. 

7. Enforcement & Violations 

• First Violation: Written warning. 

• Second Violation: Fine up to $100. 

• Subsequent Violations: Fines up to $250 and possible suspension of gate privileges. 

• Gate damage, sensor obstruction, or vandalism will result in cost recovery and disciplinary 
action. 

8. Maintenance & Reporting 

• Report malfunctions, damage, or unsafe operation immediately to the HOA or management 
company. 

• Routine maintenance will be conducted quarterly. During maintenance, the gate may operate 
in manual mode or remain open. 



9. Emergency & Power Failure Procedures 

• In a power outage, gates automatically open to allow egress. 

• Residents should not attempt to move gates manually unless authorized. 

• Contact HOA emergency line if gates fail to open within 5 minutes. 

10. Amendments 

These rules may be updated by the HOA Board at any time with notice to residents. All residents are 
responsible for compliance with the most current version. 

 

 

Virtual Guard Services for Gated Communities: Cost and Benefits 
 
Virtual guard services, often called Virtual Gate Guards or Remote Security Monitoring, are 
becoming a popular, cost-effective alternative to traditional on-site security guards for HOAs and 
private communities. 

Cost Comparison 

The primary advantage is the substantial cost savings compared to traditional security: 

Feature Virtual Guard Services On-Site Guards (24/7) 

Annual Cost 
Significantly lower, often saving up to 
65-70% or more. 

Very high, typically costing 
$120,000 to over $180,000 per 
year for a single 24/7 post (three 
8-hour shifts). 

Monthly Fees 
(General) 

Basic services: $100–$500 per 
month. 

N/A (Cost is hourly wages, 
benefits, insurance). 

 Advanced AI-enabled monitoring: 
$500–$1,500+ per month. 

 

Initial 
Installation 

Requires investment in hardware 
(cameras, kiosks, sensors): $1,000–
$5,000+ for setup, plus $200–$1,000 
per device. 

Minimal setup cost, mostly wages. 

 

The final price is heavily dependent on factors like the size of the property, the number of entry 
points, monitoring hours (24/7 is more expensive), and the complexity of the equipment (e.g., high-
definition cameras, advanced AI analytics, cloud storage). 

Key Services and Features 

These systems combine human security professionals working from a remote operations center with 
advanced technology: 

1. Live Visitor Screening: Remote guards verify a visitor's identity and authorize access in real-
time using a two-way audio/video kiosk, often responding immediately when a button is 
pressed. 



2. 24/7 Monitoring: Remote guards provide constant coverage without the issues of human 
fatigue, breaks, or shift changes that can affect on-site personnel. 

3. Advanced Technology: 

o License Plate Recognition (LPR): Automatically captures and logs vehicle tag 
information for authorized access and incident review. 

o AI-Powered Analytics: Systems use self-learning software to detect unusual motion, 
activity, or potential threats, reducing false alarms and improving response time. 

o Two-Way Audio Deterrence: Guards can use amplified loudspeakers (called "voice-
downs") to immediately address and deter trespassers or suspicious individuals. 

o Detailed Logging: Every entry, interaction, and security event is time-stamped, 
recorded, and archived. 

4. Proactive Security: By utilizing real-time monitoring and AI-powered alerts, virtual guards can 
intervene before a crime occurs, often leading to a faster police response than a traditional 
alarm. 

5. Access Control: They seamlessly manage access for residents (key cards, fobs, mobile 
credentials) and visitors and can monitor amenity areas like pools and clubhouses. 

Main Advantages Over On-Site Guards 

• Cost-Effectiveness: Substantially lower operating costs. 

• Consistency and Reliability: No sick days, no breaks, no sleeping on the job—they are 
"always on." 

• Reduced Liability: Eliminates physical risks to on-site personnel. 

• Enhanced Coverage: One remote guard team can monitor multiple entry points and 
properties simultaneously, which is impossible for a single on-site guard. 

 

Installing an electric controlled gate at a gated community involves significant upfront costs and 
administrative challenges. For a community with two entry/exit points, you should estimate the total 
cost by doubling the price for one complete system, plus adding complexity for coordinating access 
control between the two gates. 
Here is a breakdown of the typical costs, key installation challenges, and practical alternatives. 

 

💰 Typical Costs for Two Electric Gates 

A fully functional community gate system includes the physical gate structure, the motor/operator, 
and the access control hardware (keypads, intercoms, etc.). 

Component 
Cost per Single Gate/Lane 
(Estimated Range) 

Total Estimated Cost 
for Two Lanes 

Physical Gate Structure (Steel, 
Wrought Iron, Aluminum) 

$750 – $6,000 $1,500 – $12,000+ 

Gate Motor/Operator (Commercial 
Grade) 

$700 – $5,500 $1,400 – $11,000+ 



Component 
Cost per Single Gate/Lane 
(Estimated Range) 

Total Estimated Cost 
for Two Lanes 

Access Control Hardware 
(Intercom, Keypad, etc.) 

$1,000 – $6,500 $2,000 – $13,000+ 

Installation/Labor (Trenching, 
Electrical, Concrete) 

$2,000 – $6,000 $4,000 – $12,000+ 

Total Estimated Installation Cost 
(Minimum) 

$4,450 $8,900+ 

Total Estimated Installation Cost 
(Fully Equipped) 

$10,000 – $25,000+ $20,000 – $50,000+ 

Note: These are installation costs only. Commercial gates require robust motors and extensive 
wiring, placing them at the higher end of residential estimates. 

 

🚧 Challenges Involved in HOA Gate Installation 

Installing a gate for a communal space, particularly a main parkway, introduces several legal, 
technical, and community challenges: 

1. Legal and Regulatory Challenges 

• Permitting and Zoning: You must secure the appropriate building permits from the local 
municipality. Zoning laws dictate the required gate setback from the road, height, and 
materials. 

• HOA Approval: The plan requires formal approval from the HOA Board and potentially a vote 
by the membership (depending on your governing documents) to approve the capital 
expense. 

• Emergency Access: The system must comply with local Fire and Police requirements for 
rapid emergency access (e.g., Knox Box, specialized emergency codes, or siren sensors). 
Failure to do so may result in fines or immediate removal. 

• Property Lines/Easements: You must ensure the gate placement does not encroach on 
utility easements or neighboring property lines, which may require a professional land survey. 

2. Technical and Site Challenges 

• Electrical and Trenching: Running proper, high-power electrical service to the gate location 
is essential. Trenching for power, communication lines (for the intercom/camera), and safety 
sensors can be complex and costly, especially across pavement. 

• Grade and Drainage: Gates installed on a slope or uneven ground require specialized motors 
and precise calibration. Improper installation can cause constant malfunctions and place 
undue stress on the motor. 

• Traffic Flow and Gate Type: 

o Swing Gates require ample clearance (space) to swing open, which can be problematic 
on busy roads or small properties. 



o Sliding Gates require a long, clear, and level "run-back" area for the gate to retract, 
which often means extra concrete work. 

3. Operational and Maintenance Challenges 

• High Maintenance Cost: Gates in HOAs are used constantly They break down often 
(especially the arms/barriers), sometimes due to weather but often due to residents or visitors 
hitting them. Maintenance costs can run several thousand dollars per year for unexpected 
repairs. 

• Tailgating: Gates are designed with safety sensors that prevent them from closing on a 
vehicle. This makes tailgating (one car following another to slip through) extremely easy, 
which compromises the security benefit. 

• Admin Burden: The HOA must establish a procedure for issuing and revoking access 
credentials (fobs, stickers, key codes), which creates an ongoing administrative task. 

 

 
 

💡 Good Alternatives to a Physical Electric Gate 

If the goal is to control access and enhance security without the cost and hassle of a mechanical 
gate, consider focusing on advanced access control systems coupled with deterrents. 

 
 

Alternative Description Pros (Cost/Maintenance) 

Automated 
Bollards/Barriers 

A simple horizontal 
arm barrier or 
automated security 
bollard that 
raises/lowers. 

Lower Initial Cost than a full gate system. 
Faster operation than a sliding gate. 

Advanced 
Access/Visitor 
Management 

Utilizes modern 
technology without a 
traditional gate. 

Low Repair Cost: Eliminates the physical 
gate structure, greatly reducing repair costs 
from vehicles hitting it. Enhanced Security: 
Systems can be integrated with License 
Plate Recognition (LPR) and cloud-based 
visitor management. 

Virtual 
Guard/Remote 
Access 

A video intercom/kiosk 
monitored 24/7 by an 
off-site security 
professional (Virtual 
Guard). 

Lower Annual Cost than a manned guard, 
providing a human check on all visitors 
without the liability of a physical guardhouse. 

RFID 
Sticker/Vehicle 
Reader 

A system that grants 
hands-free access to 
residents via a sticker 
on their vehicle. 

High Convenience: Minimizes slowdowns 
for residents, reducing the chance of 
tailgating by authorized vehicles.                            



🗺️ Highly-Rated Electric Gate Contractors Near 77385 

The following contractors were found within a 50-mile radius and have a minimum rating of 4.8 stars: 

Contractor Rating 
Phone 
Number 

Distance from 
77385 

Address 

Automatic Gate Co 
4.9 
stars 

+1 713-206-
4025 

14.6 miles 
1654 Oak Tree Dr, 
Houston, TX 77080 

Garage & Gate 
Service Pros 

4.8 
stars 

+1 281-247-
3071 

21.7 miles 
814 Thornton Rd, 
Houston, TX 77018 

Houston 
Automatic Gates 

4.8 
stars 

+1 346-401-
6743 

21.9 miles 
930 W Little York Rd, 
Houston, TX 77091 

All Gates & Doors 
5.0 
stars 

+1 281-354-
0444 

40.6 miles 
11200 Stidham Rd, 
Conroe, TX 77302 

 

💰 Typical Cost for a Gated Community System 

Installing an electric controlled gate system at a gated community with two entry/exit points is a 
complex commercial project. 

The typical estimated range for installation only of a high-quality system (including gates, 
commercial-grade motors, access controls, concrete work, and electrical) is: 

• Estimated Cost per Gate: $10,000 – $25,000+ 

• Total Estimated Cost (Two Entry/Exit Points): $20,000 – $50,000+ 

This wide range depends heavily on: 

1. Gate Type: Sliding or Vertical Pivot gates (often more complex and costly) vs. Swing gates 
(generally less expensive). 

2. Material: Commercial-grade steel or wrought iron vs. a less durable material. 

3. Access Control: Simple keypads and remotes vs. advanced systems like video intercoms, 
license plate readers, and cellular-based access. 

 

⚙️ Challenges for Installation in a Gated Community (HOA) 

The main hurdles for installing these systems in a Homeowners Association (HOA) environment are: 

1. Legal & Administrative 

• Permitting and Easements: Ensuring compliance with local zoning laws for setbacks and 
obtaining building permits is mandatory. Crucially, the gate placement must not interfere with 
utility or access easements. 

• Emergency Access: The system must be approved by local emergency services (Fire/Police) 
and include reliable, rapid access features (like a Knox Box or siren sensor). 

about:invalid#zClosurez
about:invalid#zClosurez
about:invalid#zClosurez
about:invalid#zClosurez
about:invalid#zClosurez
about:invalid#zClosurez
about:invalid#zClosurez
about:invalid#zClosurez


• HOA Consensus: Gaining approval for the significant capital expense and addressing 
homeowner concerns regarding noise, inconvenience, and aesthetic changes. 

2. Technical & Site Preparation 

• Heavy-Duty Requirements: For high-traffic entrances, the gate motors must be commercial-
grade and require dedicated, robust electrical service and communication lines, often involving 
significant trenching across the driveway. 

• Grade and Space: Sites that are sloped or have limited space will necessitate more expensive 
solutions, like vertical pivot gates, to function correctly. 

• Safety Features: Installation must include multiple safety sensors (photo eyes, pressure 
sensors) to prevent injury or property damage, which is a common liability issue. 

 

🛣️ Good Alternatives to installing Electric Gates 

If the community's primary goal is access control and security without the high maintenance and 
repair costs of physical gates, consider these alternatives: 

Alternative 
System 

Key Benefit Description 

Automated 
Bollards/Arms 

Lower Upfront 
Cost 

Uses a simple arm or retractable bollard instead of 
a heavy gate structure. Requires less maintenance 
and electrical work than a full gate. 

License Plate 
Recognition 
(LPR) 

Hands-Free 
Resident 
Access 

A camera system reads authorized license plates, 
opening the gate automatically for residents without 
the need for a fob or code, while flagging all 
unknown vehicles. 

Virtual Guard / 
Video Intercom 

Enhanced 
Security 

Uses a smart video intercom to connect visitors 
directly to a resident or an off-site security 
professional (Virtual Guard), who can visually verify 
and grant access remotely. 

Smart Access 
Control Platform 

Easy 
Management 

A cloud-based system that allows the HOA board or 
property manager to instantly issue, revoke, and 
manage resident key fobs, codes, or smartphone 
access credentials without being on-site. 

 

 
 
 
 
 
 
 
 



Addressing the speeding problems in Harper’s Preserve Community. 
Speed Bumps, Stop Signs, allow traffic enforcement, and or fines 

 
The best way to address speeding on a subdivision main parkway involves a combination of 
physical changes (Engineering), public education, and consistent rules enforcement. 

 

🚦 Traffic Calming Solutions (Engineering) 

These options physically or psychologically compel drivers to slow down and are generally the most 
effective way to achieve a sustained speed reduction. 

Option Pros Cons 

Speed 
Humps/Cushions 

Most effective at reducing 
speed (often 40%+ 
reduction). They are largely 
self-enforcing and have a 
lasting effect. Cushions are 
preferred as they have 
cutouts for emergency 
vehicle tires, reducing 
delays. 

Increase emergency response time 
(though cushions minimize this). Can 
increase noise (due to 
braking/acceleration) and air 
pollution (due to stop/start driving). 
May cause vehicle damage if 
traversed at high speed. 

Radar Feedback 
Signs 

Highly effective visual 
reminder that shows the 
driver their real-time speed. 
can achieve significant, 
though potentially temporary, 
speed reduction. 

Requires a power source (solar is 
common). The effect may fade over 
time as drivers become accustomed to 
the sign. Requires an initial purchase 
cost. 

Lane 
Narrowing/Chicane 

Changes the road's 
geometry to visually and 
physically narrow the lane, 
making drivers feel less 
comfortable driving fast. 

Higher design and installation cost. 
Less appropriate for a main parkway 
that needs to accommodate two-way 
traffic flow. 

 

📢 Rules and Enforcement 

How a community enforces its rules depends on whether the parkway roads are public (municipally 
owned) or private (HOA-owned). 

1. Allow Traffic Enforcement (Police/HOA) 

• Public Roads: You must coordinate with your local police department. The HOA cannot 
issue legal traffic tickets. You can request: 

o Targeted Police Patrols during peak speeding hours. 

o The temporary use of a Police Radar Trailer to display speeds. 



• Private Roads: The HOA can issue fines for speeding, but these are civil penalties based on 
the governing documents, not a legal traffic ticket. 

o This requires a formal system: using radar guns (properly calibrated), cameras/LPR 
systems to record violations, and a written violation and hearing procedure as outlined 
in your governing documents. 

o Some communities hire third-party traffic enforcement services to patrol and record 
violations. 

2. Fines 

• Fines are a powerful deterrent, especially on private HOA roads. They are most effective 
when paired with tangible proof (e.g., photo evidence, radar data) and a consistent, fair 
enforcement policy with warnings issued before financial penalties. 

 

🚫 Ineffective and Discouraged Methods 

• ❌ Stop Signs: Stop signs should NOT be used for speed control Their purpose is to 

assign right-of-way at an intersection. Research consistently shows that using unwarranted 
stop signs for speeding causes drivers to: 

o Speed up between signs to make up for lost time. 

o Disregard the signs (rolling stops), creating a more hazardous situation. 

• ❌ Lowering the Speed Limit Alone: Simply posting a lower speed limit sign typically has no 

significant impact on the average speed of traffic. Drivers usually drive at a speed they deem 
safe for the road design, regardless of the posted sign. 

 

✅ Best Strategy 

The best approach for a main parkway (which often has higher traffic volume and maybe an 
emergency route) is usually a combination of: 

1. Speed Cushions: To physically force compliance 

2. Radar Feedback Signs: To raise driver awareness 

3. Consistent Enforcement: Partnering with local police (public road) or enacting a 
documented fining system (private road). 

Addressing Harper’s Preserve Community pool issues requires a balanced approach that 
prioritizes safety, resident satisfaction, and financial responsibility. Here is a breakdown of the best 
methods and the pros and cons of the specific policies you mentioned. 

Best Methods to Address Community Pool Issues 
1. Create Comprehensive, Fair, and Legal Rules: 

o Action: Write clear rules covering everything from guests, swimwear, diving, capacity 
limits, glass containers, and noise. 

o Principle: Rules must be reasonable, relate to a legitimate purpose (safety, health, 
enjoyment), and comply with all federal, state, and local laws, including the Fair 
Housing Act (FHA) and the Americans with Disabilities Act (ADA). Avoid age-based 



restrictions (e.g., "no children under 14") and instead use ability-based rules (e.g., "non-
swimmers of any age must be accompanied by a capable swimmer"). 

2. Go Overboard on Education and Communication: 

o Action: Post rules prominently at the pool, include them in seasonal newsletters, send 
email reminders, and brief new residents. 

o Principle: Voluntary compliance is the easiest form of enforcement. Residents must 
know the rules and understand why they exist. 

3. Establish a Clear and Consistent Enforcement System: 

o Action: Implement a graduated fine or penalty system. Start with a written warning for 
minor offenses, escalate to a fine (e.g., $25, then $50), and reserve temporary 
suspension of pool privileges for ongoing non-compliance. 

o Principle: Enforcement must be fair, transparent, and consistent for all residents to 
avoid claims of discrimination. 

4. Prioritize Safety Enhancements (Capital Improvements): 

o Action: Ensure the pool has a self-closing/self-latching fence, VGB Act-compliant drain 
covers, life-saving equipment (throw rings, reach poles), clear depth markings, and 
proper chemical storage. 

o Principle: Investing in safety features reduces legal liability and protects the 
community. 

 

Policies: Pros and Cons 

Policy Pros Cons 

Swim at Your 
Own Risk (No 
Lifeguard) 

Cost Savings: Significantly 
reduces annual operating costs 
(salaries, training, scheduling). 
Extended Hours: May allow for 
longer pool hours, as staff 
scheduling is not a factor. 

Increased Liability Risk: Does not 
fully shield the HOA from liability if an 
injury or drowning occurs due to pool 
negligence (e.g., poor maintenance, 
missing safety equipment). A pool is 
often considered an "attractive 
nuisance." Lower Trust: Provides 
less peace of mind to residents, 
especially families with children. Poor 
Rule Enforcement: No staff to 
enforce rules (no running, no glass), 
leading to more behavior issues. 

Lifeguards/Pool 
Monitors 

Maximum Safety: Trained 
professionals can prevent 
accidents, perform immediate 
rescues, and provide first 
aid/CPR. Reduced Liability: 
Provides a layer of protection 
against litigation by 
demonstrating the HOA took 
reasonable safety steps. 

High Cost: This is a major expense 
for HOAs (salaries, certification, 
insurance, and management 
overhead). Liability Shift: The HOA 
assumes legal responsibility for the 
lifeguard's performance; a distracted 
or improperly trained guard can 
increase liability. Staffing Issues: 
Recruiting and retaining certified, 



Policy Pros Cons 

Effective Rule Enforcement: 
Lifeguards or monitors act as 
authority figures to maintain 
order, check passes, and 
enforce rules (no glass, guest 
limits). 

quality staff can be difficult, especially 
in remote areas. 

Pool 
Enhancements 

Safety & Compliance: Ensures 
the pool meets all legal 
requirements (ADA compliance, 
compliant drain covers). 
Increased Appeal: Modern 
features (ladders, slides, 
renovated decking) boost 
resident satisfaction and 
community property values. 
Reduced Maintenance: 
Durable, modern surfaces (like 
aggregate or tile) can prolong 
the pool's life and reduce long-
term repair costs. 

High Upfront Cost: Major 
renovations or upgrades require 
significant capital, often needing a 
special assessment or reserve 
funding. Downtime: Enhancements 
and repairs may require closing the 
pool for an extended period, leading 
to resident complaints during peak 
season. 

Pool Rules & 
Enforcement 

Health & Safety: Clearly 
defined rules (e.g., no glass, 
proper attire, supervision for 
non-swimmers) protect users 
from injury and disease. Orderly 
Environment: Reduces noise, 
disputes, and ensures everyone 
can enjoy the amenity. Legal 
Protection: Posted rules and 
consistent enforcement 
strengthen the HOA's defense 
against liability claims. 

Resentment: Residents may push 
back against "over-policing" or rules 
they perceive as arbitrary. Cost of 
Enforcement: Requires resources—
either paid staff (lifeguards/monitors) 
or volunteer board time—to monitor 
and issue violation notices. Legal 
Complexity: Rules must be carefully 
drafted to avoid violating anti-
discrimination laws (FHA). 

Resident 
Additional Costs 

Budget Flexibility: Allows the 
HOA to fund higher-tier services 
(like lifeguards) or major capital 
projects without raising general 
monthly dues. Fair Use: Costs 
can be tied to usage (e.g., guest 
fees, reservation fees) so only 
those who use the service pay 
for it. 

Resident Dissatisfaction: Adding 
fees can lead to complaints, 
especially if the new service is 
perceived as unnecessary or the cost 
is high. Administrative Burden: 
Requires the HOA to manage and 
track an additional set of fees and 
payments. 

Seasonal Usage 
Cost Efficiency: Closing the 
pool during off-season months 
saves substantial money on 

Resident Frustration: Residents 
may desire pool access outside of the 
traditional summer months, especially 



Policy Pros Cons 

utilities, chemicals, and staffing. 
Winterization: Protects the pool 
and equipment from freezing or 
weather damage, reducing 
major repair risks. 

in warmer climates. Reduced Value: 
A year-round amenity may attract 
more buyers/renters, so a strict 
seasonal pool could be seen as a 
minor drawback. 

 

🏊 Common Annual Community Pool Costs 

HOA pool costs vary widely based on size, location (climate), and usage. Unlike residential pools, 
HOA pools are often classified as commercial and require more rigorous maintenance and 
permitting. 

Expense Category 
Typical Cost 
Range 
(Annual) 

Notes 

Professional Weekly 
Maintenance 

$1,440 – 
$3,600+ 

This covers weekly visits for skimming, cleaning, 
water testing, and minor adjustments. 

Chemicals & 
Supplies 

$600 – $1,200 
Includes chlorine, pH balancers, alkalinity 
adjusters, and specialty chemicals. 

Utilities (Electricity 
& Water) 

$360 – $1,800+ 
Depends heavily on the efficiency of the 
pump/heater and the length of the season. 

Opening & Closing 
(Seasonal) 

$650 – $1,000 
One-time fees at the start and end of the season 
for winterization/de-winterization. 

Equipment Repair & 
Reserve Funding 

$400 – $1,000+ 
Budgeted amount for pump/filter repairs, or to 
build reserves for eventual major replacement 
(heater, motor, resurfacing). 

Total Average 
Annual Operating 
Cost 

$3,000 – 
$7,600+ 

This is the minimum to keep the pool legally 
compliant and functional, excluding staffing and 
major repairs. 

Major Repairs 
(Sporadic) 

$4,000 – 
$10,000+ 

Resurfacing a concrete pool is expensive and may 
be required every 10-15 years. 

 

 

 



Cost Pros & Cons for Pool Management Policies 
The cost analysis below focuses on how each policy choice impacts the HOA's overall budget and 
liability exposure. 

1. Lifeguards vs. Swim at Your Own Risk (SAYOR) 

Policy Cost Pros Cost Cons 

Lifeguards 

Lower Liability Risk: A 
trained guard can prevent 
accidents, reducing the risk of 
a catastrophic lawsuit (which 
can cost millions). Hiring 
through a vendor often 
includes the vendor's liability 
insurance, protecting the 
HOA. 

Extremely High Labor Cost: Lifeguards 
charge an average of $15 - $20+ per hour, 
per guard. Staffing 8 hours a day for a 90-
day season can cost $10,800 - $14,400 per 
post in direct wages alone, plus 
agency/management fees. 

Swim at 
Your Own 
Risk 
(SAYOR) 

Maximum Cost Savings: 
Eliminates the single largest 
pool expense: lifeguard 
salaries. 

Increased Insurance Premiums: Your 
general liability premium may increase due 
to the higher risk profile. Significantly 
Higher Legal Exposure: If a serious injury 
or drowning occurs, the HOA faces a higher 
risk of a devastating lawsuit, as courts will 
scrutinize maintenance and safety 
compliance even more strictly. 

 

2. Pool Enhancements (Capital Projects) 

Policy Cost Pros Cost Cons 

Pool Enhancements 
(E.g., ADA lift, new 
tiling, energy-efficient 
pump) 

Long-Term Cost Reduction: An 
energy-efficient pump can 
significantly lower utility costs over 
time. Prevents Future Cost: 
Replacing a failing motor now is 
cheaper than letting it fail during 
peak season. 

High Upfront Cost: Major 
projects like resurfacing 
($4,000 - $10,000+) or adding 
features require substantial 
cash or a large Special 
Assessment to homeowners. 

 

3. Pool Rules & Enforcement 

Policy Cost Pros Cost Cons 

Rules & 
Enforcement 
(Fines) 

Cost Neutral/Revenue 
Generator: Fines help deter 
violations and can, 
theoretically, generate a small 

Administrative Labor Cost: The HOA 
Board or Management Company must 
spend time to: 1) Document the violation 
(photo, report); 2) Issue written notice; 



Policy Cost Pros Cost Cons 

amount of revenue (though 
revenue should not be the 
goal). 

and 3) Hold a hearing (if challenged). This 
is a time cost. Legal Risk: Improper fining 
procedures can lead to homeowner legal 
disputes, increasing legal fees. 

 

4. Resident Additional Costs (Fees/Dues) 

Policy Cost Pros Cost Cons 

Resident 
Additional 
Costs (Fees for 
guests, facility 
rental, or 
specific dues) 

Direct Funding: Provides a clear 
budget line to fund specific pool 
items (like lifeguard salaries or a 
new heater) that residents who use 
the amenity most will cover. 
Financial Transparency: Makes 
the cost of luxury amenities clear to 
all residents. 

Administrative Overhead: 
Requires tracking guest usage, 
collecting fees, and managing 
transactions. Resident 
Dissatisfaction: Can cause friction 
and resentment, as residents are 
already paying mandatory HOA 
dues. 

 

5. Seasonal Usage (Closing the Pool) 

Policy Cost Pros Cost Cons 

Seasonal 
Usage 
(Closing for 
6-8 months) 

Reduces Utility Costs: 
Eliminates the electricity cost of 
running the pump and heater 
during the off-season. Reduces 
Maintenance: Allows for a 
reduction in weekly service 
checks and chemical usage. 

Opening/Closing Fees: You must still 
pay for the costly one-time pool opening 
and winterizing services ($650 - $1,000 
annually). Resident Satisfaction: 
Residents who wish to swim year-round 
will be frustrated, especially in warm 
climates. 

 

The decision to move from a Swim at Your Own Risk (SAYOR) policy to a Seasonal Lifeguard 
Program is one of the most significant changes our HOA can make, impacting our budget, legal 

exposure, and community satisfaction. 
 

Here are the steps and associated costs for this transition: 

 

 

 

 



🪜Transition: SAYOR to Seasonal Lifeguard Program 

The process involves financial, legal, and operational changes that must be addressed well before 
the next pool season begins. 
 

Step 1: Legal and Financial Due Diligence (Upfront Cost) 

Action Purpose Estimated Cost 

Consult Legal Counsel 
(HOA Attorney) 

Determine local/state requirements (e.g., 
in some states, a pool of a certain 
size/feature must have a lifeguard). 
Review governing documents to ensure 
the Board has the authority to increase 
assessments for this service. 

$500 - $2,500 
(Billable hours for 
legal review and 
drafting new 
policies) 

Consult Insurance 
Broker 

Get quotes to understand how adding a 
lifeguard/pool management vendor will 
affect your General Liability premium. 

Time Investment 
(No direct cost 
unless a site visit is 
required) 

Budgeting/Assessment 

Determine the total seasonal cost (see 
Step 3) and calculate the required 
increase in HOA dues or a potential 
Special Assessment to cover the new 
labor cost. 

Financial Risk: 
Homeowner 
opposition if the 
cost is too high. 

 

Step 2: Selecting a Staffing Model (Direct Cost) 

You have two primary options for staffing: 

Model Pros Cons 

1. Pool 
Management 
Company 
(Vendor) 

Reduced Liability: The vendor assumes 
the responsibility for hiring training, 
certification, payroll, and Worker's 
Compensation insurance. They often 
carry high-level liability insurance that 
can indemnify the HOA in case of a 
lawsuit. 

Higher Hourly Rate: The all-
inclusive hourly contract is 
significantly higher—typically 
$23 - $50 per hour, per 
lifeguard—as it covers all 
overhead and insurance. 

2. Direct HOA 
Hire 

Lower Direct Wage Cost: You only pay 
the hourly wage—typically $15 - $20 per 
hour, per lifeguard. 

Maximum Liability 
Exposure: The HOA 
assumes all legal and financial 
responsibility for hiring, 
training, compliance,  

 



Step 3: Determining Total Seasonal Labor Cost (The Major Expense) 

This is the largest cost driver. Based on vendor contracts, here is an estimate for a single post (one 
lifeguard) over a typical 90-day summer season (Memorial Day to Labor Day): 

$$\xx{Total Cost} = \xx{Hourly Rate} \times \xx{Hours Per Day} \times \xx{Days Per Season}$$ 

Cost Factor 
Calculation Example (Using a 
Vendor Rate of $30/hour) 

Annual Cost Estimate 

Seasonal 
Labor Cost 

$\$30/\text{hr} \times 8 \text{ 
hours/day} \times 90 \text{ days} = 
\$21,600$ 

$20,000 - $50,000+ per season 
(depending on hours, number of guards 
needed, and hourly rate) 

 

Note: If we feel our pool size requires two lifeguards (which is common for larger pools, according to 
state codes), you must double the entire labor budget. 

Step 4: Operational Readiness and Compliance (One-Time & Annual Costs) 

Action Estimated Cost Notes 

Emergency 
Equipment 

$500 - $1,000 
(One-time 
purchase) 

Ensure you have compliant safety gear (ring buoys, 
rescue tubes, non-telescopic reach poles, full first-aid 
kit, pool phone, AED). 

Staff Facilities Variable 
Set aside a dedicated space for the guard(s) and 
ensure they have necessary resources (shelter from 
sun/rain, a chair, and access to a clean restroom). 

Remove 
SAYOR 
Signage 

Minimal 
Remove all "Swim at Your Own Risk" signs and 
replace them with new, compliant signage that clearly 
lists hours, capacity, and pool rules. 

 

Step 5: Communication and Policy Approval 

• Action: Present the proposed new budget (with the significant increase for staffing) to the 
membership. 

• Cost: High risk of resident opposition. The HOA must clearly justify the increased cost with 
a focus on reduced liability and increased safety for children. 

Based on the Texas Administrative Code (TAC) § 265.191, the lifeguard requirements for a semi-
public HOA pool are highly dependent on the pool's classification and features. 

The most important takeaway for your transition is that your HOA pool may be required to have a 
minimum of two lifeguards on duty at all times if it meets certain criteria. 

 

 

 



Texas Lifeguard Staffing Requirements (TAC § 265.191) 

1. Two-Lifeguard Minimum Mandates 

Our HOA pool is legally required to have a minimum of two lifeguards on duty if any of the following 
conditions are met: 

• Classification: The pool operates as a Class B pool (often defined as those open to the 
general public or a very large user base) whenever it is open. Even pools normally classified 
as private/semi-private (Class C) must meet Class B standards if they are made available to 
the public. 

• Pool Features: The pool has any feature where a user enters the water from a height above 
the deck or wall, and the feature is open for use. This specifically includes: 

o Diving boards 

o Waterslides (including drop slides) 

o Starting platforms 

o Zip lines or climbing walls 

• Group Use: The pool is being used for the recreation of youth groups, such as youth camps or 
visiting school/childcare groups. 

2. Lifeguard Duties and Operations 

If you move forward with the program, Texas law also mandates several operational standards: 

• Formal Staffing Plan: A written Lifeguard Staffing Plan must be prepared by the pool 
operator/owner and must be available on-site for inspection by the Department of State Health 
Services (DSHS). This plan must specify the number of on-duty lifeguards and ensure 
adequate supervision. 

• No Distracting Duties: Lifeguards conducting surveillance cannot be assigned duties that 
would distract their attention from observing swimmers or prevent immediate assistance (e.g., 
they cannot also be checking passes or testing chemicals while on surveillance duty). 

• Rotation and Training: Lifeguard rotation procedures and continual "in-service" training (a 
minimum of 60 minutes for every 40 hours of employment) are required. 

 

📈 Impact on Estimated Budget 

If our pool has a diving board, waterslide, or other elevated entry point, we must budget for two 
lifeguards per shift. This doubles the primary cost estimate: 

Staffing 
Assumption 

Cost 
Factor 

Calculation Example (Using a 
Vendor Rate of $30/hour) 

Annual Cost 
Estimate 

Two Lifeguards 
Required 

Labor Cost 
$ x2$ 

$($30 {hr} \times 8 { hours/day} 
times 90 { days}) \times 2 = 
43,200}$ 

$40,000 - 
$100,000+ per 
season 

Recommendation: Our first step is to definitively determine our pool's classification and whether its 
features trigger the mandatory two-lifeguard requirement under the Texas Administrative Code. This 
will solidify our budget before we present the final plan to the community. 



Harper’s Preserve HOA Contracted Front Yard Maintenance vs. 
Homeowner Controlled 

 

For a gated community like Harper's Preserve, the decision to eliminate a contracted front yard 
maintenance service and shift responsibility to individual homeowners is a complex one, driven 
almost entirely by the trade-off between consistency (aesthetic quality) and individual resident 
control (cost/choice). 
 

Here is a breakdown of the pros and cons, along with the major issues that would likely arise from 
removing the HOA-controlled service. 

 

✅ Pro's and ❌ Cons of Eliminating HOA Landscapers 

Feature 
✅ Pros of Resident-

Controlled Landscaping 

❌ Cons of Resident-Controlled 

Landscaping 

Cost 

Lower Dues / Cost Savings: 
The HOA eliminates one of its 
largest annual operating 
expenses, which should result in 
lower annual HOA fees for every 
homeowner. 

Higher Enforcement Costs: The HOA 
Board becomes the "lawn police," incurring 
administrative labor costs (time, postage, 
legal fees) for issuing violation notices, 
holding hearings, and following up on non-
compliance. 

Aesthetic 
Quality 

Customization: Residents who 
want a premium look (e.g., 
specific flowers, weekly mowing) 
can hire their own high-end 
service or perform detailed DIY 
work. 

Loss of Uniformity & Standards: The 
neighborhood's uniform, cohesive curb 
appeal will be lost. Quality will drop to the 
lowest common denominator, and neglected 
properties will negatively affect the property 
values of neighbors. 

Control & 
Choice 

Individual Control: 
Homeowners can choose their 
own schedule, quality level, and 
service provider, eliminating 
complaints about the HOA's 
single, contracted vendor. 

Increased Nuisance & Conflict: The 
neighborhood will experience higher noise, 
truck traffic, and scheduling conflicts as 
dozens of different lawn care companies 
operate simultaneously. The HOA will 
mediate inevitable neighbor-to-neighbor 
disputes over maintenance quality. 

Liability 

HOA Liability Reduction: The 
HOA is relieved of liability for 
property damage or injury 
caused by the landscape 
contractor while working on 
individual lots. 

Homeowner Liability Increase: 
Homeowners become solely liable for 
accidents involving their contractors or their 
own landscaping work. 



Feature 
✅ Pros of Keeping HOA-

Controlled Landscaping 

❌ Cons of Keeping HOA-Controlled 

Landscaping 

Consistency 
& Value 

Maximum Property Value 
Protection: A uniform, well-
manicured aesthetic is 
maintained community-wide, 
which is one of the strongest 
drivers of high property values 
in a master-planned 
community. 

High Annual Cost: The large expense 
required for a comprehensive contract 
translates directly to higher HOA dues for all 
residents, regardless of their lot size or 
personal desire for the service. 

Efficiency & 
Scale 

Economies of Scale: The 
HOA can negotiate a lower 
bulk price per home than 
what an individual homeowner 
could secure. Services are 
predictable and occur at set 
times. 

Limited Choice & Micromanagement: 
Residents cannot choose their own service 
or schedule. The Board will receive frequent 
complaints about the vendor's quality or 
missed spots, forcing Board members to 
micromanage the contractor. 

Risk 
Management 

Clear Boundaries: The 
contract defines the exact 
scope of service (what's 
included) for each front yard, 
reducing disputes about 
where the homeowner's 
responsibility begins/ends. 

Vendor Disputes: The HOA is solely 
responsible for managing the vendor 
relationship, including monitoring 
performance and enforcing the contract. If 
the vendor fails, the HOA must absorb the 
cost and potentially endure legal action (as 
seen in some HOAs that defaulted on 
payments). 

 

⚠️ Potential Issues Arising from Removing the Contract 

The experience of HOAs that have eliminated collective front yard maintenance suggests three major 
issues are inevitable: 

1. The Policing Problem (The "Lawn Police") 

The most immediate issue is that the HOA Board will be forced into a direct enforcement role. 

• The Problem: Homeowners who stop paying for the service may also stop maintaining their 
lawn, either due to budget constraints or apathy. 

• The Board's New Duty: The Board must now perform regular property inspections, document 
violations, issue warnings, manage cure periods, and, ultimately, levy fines. This creates a 
highly time-consuming, thankless, and adversarial task for volunteer board members. 

 

 

 

 



2. The Aesthetic Decline and Value Risk 

The community's market identity relies on the consistent, resort-like appeal provided by the single, 
professional landscape contractor. 

• The Risk: A few neglected properties (dead sod, patchy weeds, un-edged borders) can cause 
a perceived drop in home values for the entire street, far outweighing the savings on HOA 
dues. Buyers often look for this uniformity in communities like Harper's Preserve. 

• The Legal Loophole: While the HOA can still enforce maintenance standards via Covenants, 
Conditions, and Restrictions (CC&Rs), the enforcement process is slow, making it difficult to 
stop the visual decline before it impacts property appeal. 

• New Increased Traffic: With the change to homeowner full yard responsibility, there will be a 
significant increase in yard contractors or landscapers in the community everyday year round 
with trucks & trailers which has a big impact on traffic flow & gate complications during peak 
hours. Definitely worth weighing in on when considering a switch. 

3. Financial and Legal Exposure 

The change would disrupt the financial stability that comes with a master contract. 

• Funding Issues: The HOA may face a lawsuit or a lien from the existing contractor if the 
contract is terminated without proper notice or payment. 

• Insurance Exposure: The HOA's liability insurance costs might increase if the insurer 
perceives a higher risk due to a lack of professional oversight on the majority of the 
community's streetscape. 

 

 


