e Landings Association

Property Owner Assessment Proposal

2012-2014

e Landings Association

September 19, 2011
Dear Landings Association Member:

The Landings Association’s Board has unanimously approved the following three-year property owner Assessment proposal:
$1,600 in 2012, $1,675 in 2013, and $1,750 in 2014. Based on the 2011 Assessment of $1,525/lot, the proposed Assessment
increases $75/year during the next three-year period, which includes $125/lot/year for National Marketing.
We strongly urge you to vote in favor of the proposal. We believe that this plan will help us achieve our Vision (“To be the most
desirable private, residential community in the coastal Southeast”) by continuing to provide outstanding services and amenities
to our owners.
As noted in several issues of The Landings Journal over the past three years, your Association has worked hard to reduce expenses
where possible, while maintaining service levels. One notable example is the reduction of the Association’s workforce from approximately 80 employees to 70 since 2008. This has allowed our operational expenses to remain relatively flat over the past few
years. Some of these savings will go to strengthen our Repair and Replacement Reserves fund, as our community turns 40-yearsold next year and has significant infrastructure expenses both in the short and in the long term.
The reductions also help offset a portion of the new National Marketing Component. Currently, the national marketing of our
community is managed and funded solely by real estate commission revenues from The Landings Company, our resident-owned
real estate company. Due to the decline in the real estate market, our marketing funds have been reduced to less than half the historical spend rate for several years. To achieve our goal of maintaining property values, as well as to ensure The Landings continues as a vibrant, energetic community, we need to provide the funding that will produce prospects for home purchases at The
Landings. That is why we have included $125/lot/year for National Marketing. This funding will be collected and administered
by The Landings Association and reviewed by a new Association Marketing Committee. The Association’s Board has final authority
on how this money will be spent. We are actively working with the other realtors who list homes in The Landings, and not just
The Landings Company, in developing the most beneficial marketing plan for all. You can read more details on pages 7-9 of this
voting packet.
Your Board of Directors encourages you to learn all that you can about the 2012-2014 property owner Assessment plan prior
to voting. To this point, four Town Hall Meetings have been held, with two more on the schedule, noted on page 12. Meanwhile,
if you have questions, e-mail them to us at assessment@landings.org or contact one of us directly. Every vote is essential. Our
Covenants set a high threshold for passage: 60% of all property owners must vote to make the election valid. Of those voting,
66.7% must vote in favor of the 2012–2014 Assessment.
Please join us in voting promptly for the recommended Assessment. Your vote will enable your Association to maintain this beautiful community of which we are all so proud.
YOUR VOTE MUST ARRIVE BY 5 P.M. ON OCTOBER 31, 2011.
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What Your Landings Association Does

Landings
Services
are
provided
in
six
general
service
areas.

„ PUBLIC WORKS
„ SECURITY
„ COMMUNITY DEVELOPMENT
„ COMMUNITY RELATIONS
„ ADMINISTRATION / FINANCE
„ MARINAS & WATERFRONT AMENITIES
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Services & Community
PUBLIC WORKS
• Landscaping
• Street Sweeping
• Lagoons
• Storm Drains
• Streets, Trails, Bridges
• Tree Maintenance
• Fleet Maintenance
• Facility & Gate Maintenance
• Signs / Mailboxes
• Recreational Areas
SECURITY
• Access Control
• Emergency Assistance
• Property Checks
• Patrol
• Covenants Compliance & Inspections
• Emergency Planning/Coordination

COMMUNITY DEVELOPMENT
• New Construction Plan Review
• Home Renovation Plan Review
• Lot Record Maintenance
• Property/Construction Inspections

ADMINISTRATION
• Financial Management
• Human Resources
• Risk Management
• Legal Support

COMMUNITY RELATIONS
• Print Media
• Electronic Media
• Special Community Events
• Monthly Cookouts
• Information Services Center
• Amenities Reservations
• Decal Processing
• Resident Services
• Governmental Aﬀairs
• Information Technology

MARINAS & WATERFRONT
AMENITIES
• Landings Harbor
• Delegal Creek Marina
• Observation Tower
• Marina Store
• Marine Services
• Fishing Piers
• Wet Slips and Dry Storage Racks
• Sailing Program Rentals

Our Community of 8,500 Residents Enjoys:

Amenities on 4,596 Total Acres - Including:
• 690 acres of common property (574 in turf, 4 in athletic fields, 22 at gatehouses, and 90 acres in forested areas)
• 4,422 Lots
• 3,992 Homes Completed (as of August 2011)
• 313 Center Islands/Medians
• 151 Lagoons (totaling 269 acres)
• 91 Miles of Roads and 30 Miles (22 paved) of Trails/Cart Paths on common property
• 9 Bridges
• 7 Gated Entrances (logging more than 10,000 vehicle entrances each day)
• 3 RV Storage Yards
• 2 Deep Water Marinas, with 350 Boat Racks and Slips
• 2 Athletic Fields
• Playground
• Dog Park
• Nature Trail
• Native Plant Trail
• Recycling Facility
Maintained and Supported by e Landings Association:
• 70 employees along with a supporting staﬀ of hundreds of volunteers
• 19 fleet vehicles, plus 9 units of heavy equipment and 2 watercraft
• 11 facilities
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Where Will the Dollars Go?
The proposed 2012-2014 property owner Assessment funds the programs and services highlighted on the previous page,
with the exception of marinas operations, which are funded by user fees, such as dry rack and wet slip boat storage.
(Major capital replacements at the Marinas are funded through interfund loans from the Association’s Reserves, paid
back with interest by the Marinas from net revenues.)
Increasing the efficiency and productivity of our operations has been a priority over the past Assessment period. Our
continued reviews have resulted in improved organizational effectiveness, resulting in a 12.5% reduction in staffing levels since 2008. There has been, and will continue to be, little-to-no impact on Association service levels, even with the
reduced expenses achieved.
Much of this savings will be used to continue building the Association’s Repair and Replacement Reserves to a level
appropriate for a community the age of The Landings, which turns 40-years-old next year. A visible project completed
over the past three years was the replacement of the Delegal Tower, promised in the last Assessment packet.
As part of the Assessment proposal review process, the Association contracted several engineering firms, as well as a Reserves Specialist, to review our aging infrastructure and Capital Asset Management Plan. In some cases, we learned more
money needs to be set aside each year for future replacements, such as with our storm drains. In other cases, we learned
less money needs to be set aside in the short term, such as with our roads. All factors have been taken into consideration in developing not only this three-year Assessment proposal, but also in reviewing and planning our capital replacement needs over the next 25 years.
Finally, for the first time a portion of the Assessment includes funding for National Marketing…specifically
$125/lot/year. This funding will help supplement the ongoing marketing efforts of The Landings Company, as we
continue to have challenges with decreasing sales prices in The Landings, coupled with the related increase in days on
the market for home listings.
Your Association Board has struggled with how best to address this National Marketing issue, and we were left with
two choices. We could do nothing, even though we know there is a problem. Or we could choose to invest in the future of our community. We chose to invest in the future of our community, and we are confident you will do the same,
as you read more details in this voting packet.
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Proposed 2012-2014
Landings Association Annual Assessment (per lot)
CURRENT

PROPOSED

2011

2012

2013

2014

3-Year Average

$1,525

$1,600

$1,675

$1,750

$1,675

2011

2012-2014
Average

OPERATIONS - For existing day-to-day services, such as security,
common area landscaping and maintenance, communications,
covenant inspections, and architectural reviews.

$1,190

$1,152

RESERVES - Restricted to use for repair and replacement of our assets, including roads and cart paths, storm drains, buildings, structures, and equipment.

$335

$398

MARKETING - To provide additional National Marketing dollars, to
be managed by e Landings Association, with review by the Association’s Marketing Committee. is funding will supplement the
ongoing marketing eﬀorts of e Landings Company, which derives its funding from real estate commission revenue.

$0

$125

TOTAL

$1,525

$1,675

National Marketing Component
Your Landings Association Board agrees that National Marketing is essential to maintaining the value and desirability of our community. The economy has put this valuable program in jeopardy. The program has been funded from
the real estate commission revenues of The Landings Company, which is wholly-owned by the Association.
The Company still generates excess cash for marketing, but not at a level sufficient to fund a truly effective National
Marketing program. Due to a decline in the real estate market, our marketing funds have been reduced to less than
half the historical spend rate for several years. To achieve our goal of maintaining property values, we need to provide the funding that will produce prospects for home purchases at The Landings.
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National Marketing Component (continued)

The Landings Association has established a Board-level Marketing Committee to oversee, measure, and report results of
efforts the Association’s Marketing Committee will be supervising. The Marketing Fund established by this Assessment
will be a separate line item, completely under the control of the Association.
As shown below, the Assessment component will enhance the overall Landings marketing program. No Assessment dollars will be spent on overhead, local listings, etc., but will be dedicated solely to national marketing expenses, such as internet advertising and new media advertising purchases, as well as research showing the effectiveness of different types of
ad campaigns.
Preliminary Assessment Marketing Plan
(to be finalized by the Marketing Committee and approved by The Landings Association’s Board)
National Advertising
Web Marketing
Semi-Annual Magazine
Collateral, Photo, Video
Marketing Research
PR and Events
Billboards/Outdoor Advertising
Total

$327,000
75,000
50,000
30,000
30,000
25,000
15,000

59.3%
13.6
9.1
5.4
5.4
4.5
2.7

$552,000

100%

Overall Landings Marketing Program
Projected Revenues:
Assessment ($125/lot/year)
TLCo Marketing Contribution
Total Revenues

2011
0
586,000
$586,000
$

2012
$ 552,000
600,000
$1,152,000

2013
$ 552,000
750,000
$1,302,000

2014
$ 552,000
900,000
$1,452,000

The timing is right to restore our marketing budget closer to the proven, effective level of 5-10 years ago. We have a very
competitively advantaged product, updated amenities in place, and strong management, and we’re financially sound, unlike a number of our competitors that are struggling financially. Although the market remains down, there still are thousands of folks in the Northeast and Midwest who are moving to the Southeast every year (including this year). We must
increase our awareness of The Landings and get on the radar screen for this group if we want to increase our prospects
and buyers.
This is why we are asking you to invest $125/lot/year, or less than 35 cents a day for the next three years. This will generate an additional $552,000/year of marketing funds and get us closer to our historical marketing spend. Although we’ll
still have one, comprehensive marketing plan for The Landings, the Association will collect, administer, and approve the
funds collected from the Assessment. These funds will be used solely for national marketing to build awareness and interest in The Landings, with the purpose of generating prospects and buyers. The new Association Marketing Committee will provide an independent review of marketing effectiveness using performance metrics.
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Questions & Answers Regarding this Assessment
Q. WHAT DOES THE PROPERTY OWNER ASSESSMENT PAY FOR?
A. The Assessment, along with non-Assessment revenue, funds the departments that keep The Landings in top shape and pays
for the programs supported by residents. Public Works maintains and improves common property, including 91 miles of roads,
30 miles of trails (22 paved), 151 lagoons, trees, and Landings Association vehicles. The Security Department handles security
and covenants compliance for our 8,500 residents and the approximately 10,000 cars that enter The Landings each day. Security
Officers perform checks of private property and common property, and provide emergency assistance to residents. The Assessment also funds the Administration Department, including the General Manager; Human Resources; the Finance Department;
the Community Development Department (handles architectural reviews and development activities); the Community Relations Department (Landings Journal, Annual Report, Residential Directory, voting packets, etc.); and staff that you deal with in
person and via phone at the Association’s office. A portion of the Assessment money also goes to the Repair and Replacement Reserve Fund to maintain our approximately $67 million in capital assets. It pays for such items as road and cart path resurfacing,
storm drain replacement, and replacement of other capital assets in our community. In addition, for the first time, this Assessment proposal includes $125/lot/year funding to enhance our national marketing efforts.
Q. WHY INCLUDE MARKETING IN OUR ASSESSMENT? WHY DON’T WE CONTINUE WITH THE CURRENT
MODEL OF USING LANDINGS COMPANY COMMISSIONS TO FUND MARKETING?
A. The model for funding marketing was never intended to rely solely on real estate commission revenues from The Landings Company. A real estate transfer fee was approved by the community in 1997 as the primary funding, but went away in 2001 due to a
legal technicality. An extremely robust real estate market helped to maintain the marketing spending through 2006 at an average
near $1.3 million a year. With both the transfer fee and the robust real estate market gone, funding for marketing has been reduced to an average of $600,000 between 2008 and 2011, and even these funds were supported by a drawdown of Landings Company cash reserves to minimum operating requirement levels. In 2012, The Landings Company is projecting available marketing
funds of no more than $600,000.
Q. WHY DO WE NEED TO SPEND MORE MONEY ON MARKETING THE LANDINGS?
A. Advertising generates awareness and interest in The Landings. If we are to have awareness levels near where they were 10 years
ago, we need to invest in marketing at levels consistent with that time. We all recognize that we have lost value in our homes because there is too much inventory, and that has created a “buyers” market. To sell your property today requires a lower price than
a year ago, and that will continue until we generate enough buyers to reduce the available inventory. Our recent marketing efforts have helped, as 25% of our first-time buyers this year initially responded to Landings advertising generated in the previous
12 months. This is encouraging, but we need more prospective buyers, and this will occur by improving the awareness of our beautiful community and lifestyle.
Q. THE HOUSING MARKET IS STILL IN A DOWNTURN. WHY ARE WE INCREASING SPENDING ON MARKETING IN THIS ENVIRONMENT?
A. We are requesting a restoration of our marketing budget closer to the proven, effective level of 5-10 years ago. Because a number of competitor communities have experienced financial problems or reduced their spending on marketing, The Landings Company invested its remaining discretionary reserves as a test of marketing effectiveness. Those specific marketing efforts have driven
sales more cost-efficiently than marketing efforts from “peak” real estate years like 2007. There still are thousands of folks in the
Northeast and Midwest who are moving to the Southeast every year (including this year, when nearly four million Americans turn
60). We have an opportunity to get on their “radar screens” right now, especially as people often make their retirement destination decisions well in advance of the actual move date. We need to get sales in the community back to the levels of 5-10 years ago
and need to invest in marketing at levels consistent with that period in order to get there.
Q. HOW MUCH MONEY IS INCLUDED IN THE THREE-YEAR PROPERTY OWNER ASSESSMENT PROPOSAL
FOR MARKETING?
A. Before determining an amount, we had several factors to consider. We reviewed carefully the recommendations of the marketing
funds focus groups that were held late last year. We had to consider the needs of our other two components of the Assessment —
operations and reserves. We did not want the marketing component to take away from these important investments. We knew
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that the availability of marketing funds was about 60% lower than five years ago. After considering all these factors and trying to balance them with the need for increased marketing funds, we selected $125 annually per lot, which will generate an
additional $552,000 per year for the next three years. Including The Landings Company’s contribution, this would increase
our projected available marketing dollars to a little over $1.1 million. Even with these additional funds, we would still be
below the $1.3 million historical average. But recent marketing efforts are responsible for more than 10% of year-to-date sales
and indicate we could make a meaningful impact with this amount. As a property owner, your investment in our future would
be less than 35 cents a day.
Q. IF WE APPROVE, ARE MARKETING FUNDS IN THE ASSESSMENT FOREVER?
A. The current proposal on which property owners are voting is for the 2012-14 Assessment period. Future Association Boards
will go through the normal three-year Assessment process. They will need to balance the Association’s operational and reserves
requirements with market conditions and evaluate if any marketing funds should remain in the proposed Assessment, which
then will be voted on by the owners.
Q. HOW WILL THE MARKETING DOLLARS FROM THE PROPERTY OWNER ASSESSMENT BE COLLECTED AND DISTRIBUTED? DOES IT GO TO THE LANDINGS COMPANY?
A. The marketing dollars of the property owner Assessment will be broken out as a separate line item in the annual Assessment statement. It will go to the Association and not The Landings Company. The revenue will be collected and administered
by The Landings Association, and will be used solely for national marketing expenses. These additional dollars will fund national marketing efforts that work to build the image and awareness of The Landings.
Q. WHAT’S THE ROLE OF THE NEW ASSOCIATION MARKETING COMMITTEE?
A. The new Marketing Committee will meet monthly and provide an independent review of marketing effectiveness, including the use of performance metrics. The voting committee members will consist of board representatives from the Association, Landings Club, Landings Company, and two residents with extensive marketing experience. Bill Houghton,
President/Chief Marketing Officer of The Landings Company, will be a non-voting staff member. He will present marketing
plans to the committee and provide progress updates. The marketing will focus on creating awareness and interest in The
Landings, with the purpose of generating prospects and buyers for our community. The committee also will review all proposed expenditures for marketing funds generated from the Assessment and send to the Association Board for approval.
Q. WHAT ABOUT OTHER REALTORS? HOW CAN WE MAKE THEM CONTRIBUTE TO MARKETING THE
LANDINGS?
A. There is no legal way to mandate that other realtors make any commitment to marketing funds as is done with the Association-owned Landings Company. Other realtors have franchise fees, more lucrative (to the agent) commission splits, and/or
other issues inherent in a purely for-profit business model that make such a devotion to national marketing difficult.
Q. WHY DON’T WE JUST SELL THE LANDINGS COMPANY AND USE THE PROCEEDS TO FUND OUR
MARKETING EFFORTS?
A. The valuation of a Company is based primarily on the Company’s balance sheet assets and the net income. The proceeds
from a sale of The Landings Company would not generate sufficient funds for a reasonable marketing effort for more than a
year or so. Please note, the Company has provided a valuable service to the community. Imagine where we would be today
without the Company’s marketing efforts over the past decade.
Q. HOW WILL YOU MEASURE SUCCESS?
A. The Association’s Marketing Committee will meet monthly to assess the impact of marketing efforts designed to increase
awareness of The Landings and to generate additional prospects and buyers to the community. The committee has identified
20+ performance metrics that will be used to measure marketing effectiveness. These also will include the traditional tracking
indicators, such as home sales, days on market, home and lot inventory, cost per sale, and average and median selling price.
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2012-2014 Financial Plan
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And Cash Flow Projections
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Need More Information?
As noted in e Landings Journal and in Email Bulletins, four Town Hall Meetings already have been held to present
information related to the property owner Assessment proposal and to answer questions. In addition, the following sessions will be held at the Landings Plantation Club:

• Monday, September 26 @ 2 p.m.
• Monday, October 10 @ 7 p.m.
If you have any questions not addressed in this voting packet or at the Town Hall Meetings, please email
assessment@landings.org.
Please complete and return the enclosed ballot, including signing the return envelope. Your vote must be received no
later than October 31, 2011, at 5 p.m.

Your Vote Counts!
60% of Owners must Vote
66% “Yes” Votes Needed
Ballot Deadline: October 31, 2011 at 5 p.m.
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