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Community associations across the United States are entering a new era of in-

frastructure responsibility. For decades, many associations have quietly managed 

the realities of aging buildings, deferred maintenance, reserve funding challenges, 

and increasing repair costs. While these issues have long existed, they have be-

come significantly more visible—and more urgent—in recent years as communities 

confront rising construction costs, increasing insurance premiums, stricter lending 

standards, evolving reserve funding expectations, and heightened public awareness 

surrounding building safety and long-term financial sustainability.

Recognizing these growing concerns, the Foundation for Community Association Research convened 
an Aging Infrastructure Task Force in 2017 to examine the physical and financial challenges facing aging 
community associations. That work led to the publication of Breaking Point: Examining Aging Infrastructure 
in Community Associations in 2018, a research report that explored deferred maintenance, reserve funding, 
infrastructure deterioration, and the operational realities confronting many communities.

At the time, the report highlighted a critical but often overlooked issue: many communities were post-
poning major repairs, underfunding reserves, and relying on temporary fixes to manage aging infrastruc-
ture. Survey respondents reported widespread concerns about deteriorating building systems, insufficient 
reserve funding, and the difficulty of gaining homeowner support for long-term financial planning.

https://foundation.caionline.org/wp-content/uploads/2020/04/FoundationAgingInfrastructureReport.pdf
https://foundation.caionline.org/wp-content/uploads/2020/04/FoundationAgingInfrastructureReport.pdf
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In the years since that report was published, the nation-
al conversation surrounding infrastructure, reserve funding, 
and building safety has evolved dramatically. The 2021 
collapse of Champlain Towers South in Surfside, Florida 
intensified public awareness of structural integrity, deferred 
maintenance, reserve funding practices, and fiduciary 
responsibility within community associations. In response, 
states enacted new legislation related to inspections and 
reserve requirements, lenders increased scrutiny of con-
dominium projects, insurance markets tightened, and 
communities nationwide began reevaluating long-standing 
maintenance and financial practices.

Today, many associations face a more complex oper-
ating environment than ever before. To better understand 
how communities are responding to these evolving chal-
lenges, the Foundation conducted a 2025 Aging Infrastruc-
ture Snap Survey examining reserve funding, infrastructure 
deterioration, insurance pressures, and long-term planning 
trends within community associations.

The survey findings reinforced many of the concerns 
originally identified in the 2018 Breaking Point report:
	❙ 54% of respondents identified aging infrastructure as 

the biggest challenge facing their community
	❙ 70% cited sufficient reserve funding as a major concern
	❙ 74% reported increased insurance premiums impacting 

their communities

At the same time, the findings also highlighted a 
growing awareness of the importance of preventative 
maintenance, long-term capital planning, reserve studies, 
and proactive governance. Communities are increasingly 
recognizing that disciplined financial planning, transparent 
communication, and timely infrastructure investment are 
critical to protecting property values and supporting long-
term community sustainability.

Additional findings from the Foundation’s Snap Survey 
research are available at https://foundation.caionline.org/
research/snap-surveys. 

This updated edition of Breaking Point builds upon the 
Foundation’s original research by incorporating updated 
survey findings, emerging industry trends, and new case 
studies from communities navigating these challenges 
in real time. While the core issues identified in the origi-
nal report remain highly relevant today, the environment 
surrounding aging infrastructure has changed significantly, 
and community associations are adapting accordingly.

The purpose of this report remains unchanged: to 
encourage thoughtful planning, informed decision-making, 
proactive maintenance, and responsible financial steward-
ship in community associations of every size and type.

https://foundation.caionline.org/research/snap-surveys
https://foundation.caionline.org/research/snap-surveys


Biggest Concerns Facing 
Community Associations
The challenges associated with aging infrastructure continue to affect commu-
nity associations of every size and type. While many communities have made 
progress in reserve planning, preventative maintenance, and long-term capital 
improvement strategies, associations across the country still face growing finan-
cial and operational pressures as buildings, systems, and common-area compo-
nents continue to age.

In the Foundation’s original Breaking Point research, more than three-quarters 
of survey respondents indicated it was critical for their association to maintain 
adequate reserves to address major infrastructure repairs or construction needs. 
At the same time, nearly half of respondents identified deteriorating infrastruc-
ture as a primary concern, while many communities questioned whether their 
reserve funds were sufficient to address significant unplanned repairs.

Those concerns remain highly relevant today. The Foundation’s 2025 Aging 
Infrastructure Snap Survey found that aging infrastructure is now viewed as the 
single biggest infrastructure-related challenge facing many communities, with 
respondents also identifying reserve funding, insurance costs, deferred mainte-
nance, and regulatory compliance as major areas of concern.

What is the biggest infrastructure-related challenge facing 
your community today?

54%

33%

5%
2% 6%

■ AGING INFRASTRUCTURE

■ FUNDING REPAIRS OR MAINTENANCE

■ COMPLIANCE WITH NEW REGULATIONS

■ CLIMATE CHANGE IMPACTS 

■ OTHER 

Other common trends:
•	 Lack of Proper Long-Term Financial Planning
•	 Insurance coverage
•	 Varied preparedness across communities
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Many associations are confronting 
multiple challenges simultaneously, 
including:
	❙ Aging roofs, plumbing systems, 

and structural components
	❙ Rising material and labor costs
	❙ Insurance market instability and 

increased premiums
	❙ Deferred maintenance resulting 

from years of underfunding
	❙ Increased pressure from lenders, 

regulators, and homeowners
	❙ Difficulty balancing affordability 

with long-term reserve needs

The survey also found that:

70% of respondents identified 
having sufficient reserve funding  
as a high concern

63% prioritized maintaining  
property values

59% cited performing regular 
maintenance and repairs as a  
major issue
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HIGH CONCERN %

Percentage of respondents rating each issue as a  
high concern.

HAVING SUFFICIENT 
RESERVE FUNDING

0% 20% 40% 60% 80%

70%

59%

63%

57%

48%

46%

46%

MAINTAINING  
PROPERTY VALUES

PERFORMING REGULAR  
MAINTENANCE/REPAIRS

DETERIORATING  
INFRASTRUCTURE

REDUCING  
MAINTENANCE COSTS

CONDUCTING INSPECTIONS 
RESERVE STUDIES

RESERVE STUDIES  
(THOROUGH/ACCURATE)



 While reserve funds remain the primary method for 
financing major repairs, many associations continue to rely 
on special assessments, loans, or phased repair projects 
when reserves prove insufficient.

Deferred maintenance rarely reduces long-term costs. 
Instead, postponing repairs often increases both the 
financial burden and the physical deterioration of building 
systems over time. What begins as a manageable main-
tenance issue can ultimately become a major structural, 
financial, or safety concern requiring emergency repairs, 
substantial special assessments, or long-term borrowing.

As communities age, infrastructure planning is no 
longer viewed simply as a maintenance function. It has 
become a central component of responsible governance 
and financial stewardship.
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49%

3%

13%

18%

17%

■ LESS THAN 10 YEARS 3% 

■ 10-20 YEARS 13% 

■ 21-30 18% 

■ 31-40 17% 

■ MORE THAN 40 YEARS 

What is the age of your community’s oldest 
buildings or structures?  



Have you encountered significant issues with any of  
the following building systems in the past 5 years? 
56% 	 Roofing 
51% 	 Plumbing
42% 	� Structure (e.g., building envelope,  

foundation, walls)
32% 	 HVAC systems
29% 	 Windows or exterior doors
27% 	 Elevators 
26% 	 Electrical systems
19% 	 Other
18% 	 Fireproofing and fire protection
Other common trends: 
•	 Decks, Balconies, and Stairs 
•	 Water Systems, main water line breaks, plumbing, septic, sewer, 

drainage issues (gutters, downspouts, storm drains) 
•	 Roofing, roof replacements, bowed roofs, hurricane damage repairs 
•	 Roads, Streets, and Paving 
•	 Sidewalk repairs, driveways, streets, stormwater management 

No Real Surprises: 
Deferred Maintenance  
& Hidden Risks
Many of the infrastructure issues identified by community 
associations are not sudden failures, but long-developing 
problems that worsen over time when preventative main-
tenance is delayed or reserve funding proves inadequate. 
The Foundation’s original research found that associations 
frequently relied on temporary repairs or short-term fixes to 
manage known infrastructure issues. Water intrusion, dete-
riorating balconies, aging plumbing systems, failing roofs, 
and structural concerns often persisted for years before 
communities committed to comprehensive repairs.

In many cases, boards delayed larger projects because 
of cost concerns, homeowner resistance to assessment 
increases, or uncertainty regarding the full scope of deteri-
oration. Unfortunately, postponing repairs often resulted in 
more extensive and expensive remediation later.

The 2025 Aging Infrastructure Snap Survey confirms 
that these concerns continue to affect communities na-
tionwide. Roofing, plumbing, structural systems, HVAC 
systems, and building envelopes remain among the most 
commonly reported infrastructure challenges.

6  |  foundation.caionline.org © FOUNDATION FOR COMMUNITY ASSOCIATION RESEARCH



Awareness, Education & Communication
One of the clearest themes emerging from both the original Breaking Point report and the updated survey findings is the 
importance of education and communication.

Communities that successfully navigate major infrastruc-
ture projects often share several common characteristics:
	❙ Transparent communication with homeowners
	❙ Ongoing board and owner education
	❙ Routine inspections and preventative maintenance
	❙ Long-term financial planning
	❙ Engagement with qualified professionals

Homeowners are more likely to support reserve funding 
increases, special assessments, or large capital projects 
when they understand the scope of deterioration, the long-
term costs of delay, and the risks associated with inaction.

The updated case studies featured in this report further 
illustrate how proactive communication, resident edu-
cation, and transparency can shape project outcomes. 
Whether addressing reserve funding challenges, major 
structural repairs, or long-term capital planning, communi-
ties that foster informed decision-making and homeowner 
engagement are often better positioned to build consen-
sus, navigate difficult conversations, and support sustain-
able infrastructure investment.
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What resources would be most helpful 
in addressing your community’s 
infrastructure challenges?
58% 	� Education/training for board 

members or managers
43% 	� Financial assistance  

(e.g., loans, grants)
43% 	� Technology for maintenance  

and inspections
35% 	 Legislative support 
29% 	 Guidance on reserve studies
9% 	 Other
Other common trends:
•	 Peer case studies
•	 Vendor partnerships
•	 Volunteer support
•	 Long-term policy guidance



Financing Major 
Infrastructure 
Improvements
Funding major infrastructure repairs re-
mains one of the greatest challenges facing 
community associations. The Foundation’s 
updated survey found that reserve funds 
remain the primary source for financing 
major projects. However, many commu-
nities continue to rely on special assess-
ments, loans, phased projects, or deferred 
work when reserves are insufficient.

 Rising construction costs, increased 
insurance premiums, inflation, and labor 
shortages have intensified financial pres-
sures for many associations. In response, 
communities are increasingly reassess-
ing reserve funding strategies and long-term capital 
planning practices.

Communities that consistently invest in reserves and 
regularly evaluate long-term capital needs are generally 
better positioned to manage major repairs without severe 
financial disruption. Conversely, years of deferred funding 
can significantly limit available options when critical infra-
structure projects become unavoidable.

 

Reserve Studies:  
A Critical Planning Tool
Reserve studies remain one of the most important tools 
available to community associations in planning for long-
term infrastructure maintenance and replacement. The 
Foundation’s original report emphasized that reserve stud-
ies should not be viewed simply as budgeting exercises, 
but as long-term planning tools designed to help associa-
tions anticipate future repair and replacement obligations.

Communities that prioritize regular reserve studies, 
preventative maintenance, and periodic inspections are 
often better positioned to avoid emergency repairs, reduce 
financial shocks, and support long-term property values.

  

Percentage of communities using each funding source for 
major infrastructure improvements.

RESERVES FUNDS

OPERATING FUNDS

OTHER

SPECIAL ASSESSMENT

LOAN

FUNDING SOURCES FOR  
MAJOR INFRASTRUCTURE PROJECTS

53%

19%

7%

18%

3%

Does your community conduct regular reserve 
studies?  
49% 	 Yes, every 3 years or less 
33% 	 Yes, every 4-5 years 
8% 	 Yes, more than 5 years old
5% 	 No, we do not conduct reserve studies 
4% 	 No, but we plan to start 

What percentage of your community’s annual 
budget is allocated to reserves? 
43% 	 10%–20% 
23% 	 21%–30%
13% 	 More than 30% 
12% 	 Less than 10%
9% 	 Not sure 

Has your community experienced challenges 
in funding reserve accounts? 
36% 	 No 
32% 	 Yes, consistently 
32% 	 Occasionally

What is your primary method for funding 
major repairs? 
76% 	 Reserve funds 
16% 	 Special assessments 
5% 	 Other 
3% 	 Loans 
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Governance, Decision-
Making & Long-Term 
Planning
Board leadership and governance practices play a signifi-
cant role in how communities address aging infrastructure 
challenges. Associations that proactively plan for repairs, 
communicate openly with residents, and make difficult 
financial decisions early are often better positioned to 
manage aging infrastructure effectively. Conversely, com-
munities that delay repairs, avoid assessment increases, or 
postpone reserve contributions may face larger financial 
and structural challenges over time.

Effective governance requires balancing short-term 
resident concerns with the long-term financial and physical 
sustainability of the community. Transparent communica-
tion, professional guidance, and consistent long-range 
planning can help boards build resident trust while making 
informed decisions about future infrastructure needs.

Looking Ahead
The challenges associated with aging infrastructure will 
continue to shape the future of community associations 
for decades to come. Communities across the country 
are already adapting to rising costs, evolving regulations, 
changing insurance markets, and increased expectations 
surrounding reserve funding and building maintenance.

At the same time, many associations are demonstrating 
that proactive planning, preventative maintenance, trans-
parent governance, and disciplined financial stewardship 
can successfully preserve infrastructure, protect property 
values, and support long-term community stability. The 
goal is not simply to respond to infrastructure problems 
after they occur. The goal is to create communities that are 
prepared to manage aging infrastructure responsibly and 
sustainably over the long term.

Breakdown of whether communities are 
currently engaged in, planning, or not yet 
undertaking major projects.

COMMUNITIES UNDERGOING 
MAJOR INFRASTRUCTURE 
PROJECTS

■ YES

■ NOT YET

■ PLANNING

■ OTHER

35%19%

8%

What factors influence the prioritization of 
infrastructure repairs?

SAFETY CONCERNS

BUDGET CONSTRAINTS

REGULATORY REQUIREMENTS

RESIDENT REQUESTS

LONG-TERM PLANNING

9%

2%

8%

14%

67%

% RANKED AS #1 PRIORITY

32%

37%

10%

12%
9%

How confident are you in your community’s 
ability to address infrastructure needs over 
the next 5 years?

■ VERY CONFIDENT

■ SOMEWHAT CONFIDENT

■ NEUTRAL

■ SOMEWHAT CONCERNED 

■ VERY CONCERNED
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Case Studies from Community Associations

The following case studies highlight how community associations across the coun-

try are responding to aging infrastructure challenges through reserve planning, 

preventative maintenance, governance improvements, communication strategies, 

and long-term financial planning.

These examples demonstrate that while infrastructure challenges can be significant, communities can 
successfully navigate them through proactive leadership, informed decision-making, and sustained invest-
ment in long-term maintenance and repair programs.

	❙ Sun City Civic Association, Sun City, Calif.
	❙ West Grand Towers Condominium Association, Des Moines, Iowa
	❙ Hunters Woods Village Condominium, Reston, Va.
	❙ Ocean Sunrise Condominiums, Ocean City, Md.
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Large-Scale Renewal  
Without Special 
Assessments

Sun City Civic Association, Sun City, Calif.
Community Profile
	❙ 4,765 homes
	❙ Established in 1963
	❙ Buildings include siding, stucco, and brick
	❙ Professionally managed since 2020

Background
Prior to 2020, the association experienced frequent 
management turnover, with two firms in 18 months, 
along with years of deferred maintenance and limited 
increases in assessments or reserve contributions. In 
early 2020, new board leadership took office and, fol-
lowing a comprehensive evaluation, retained new pro-
fessional management in June—marking a turning point 
in the association’s operational and financial strategy.

Strategy and Implementation
The priority for the new board and general manager 
was a detailed review of expenses and the operat-
ing budget to identify inefficiencies and unnecessary 
costs. This effort resulted in a five-year infrastructure 
revitalization plan, prioritized by urgency, including:
	❙ Roofs and gutters
	❙ Electrical panel replacements
	❙ Sewer and water line replacements
	❙ Repairs and painting
	❙ HVAC system evaluation and replacement
	❙ Energy-efficient LED lighting upgrades
	❙ Siding and brickwork
	❙ Interior meeting room and hall remodels
	❙ Ongoing minor maintenance

Qualified vendors were engaged to assess condi-
tions and provide proposals, allowing projects to be 
scheduled annually based on priority and available 
funding. Major infrastructure work, including sewer and 
water line replacement, was completed on budget.

Financial Approach and Results
All improvements were funded through existing re-
serves. No special assessments were required. Instead, 
the association increased reserve contributions annu-
ally while implementing modest increases to annual 
assessments, projected at $450 per home in 2026.

Lessons Learned
Strong fiscal discipline, long-term planning, and 
transparent governance can enable even very large 
communities to restore and sustain essential infrastruc-
ture without relying on special assessments. Consistent 
reserve funding and proactive planning are critical to 
long-term financial stability.

“Large-scale infrastructure renewal can be achieved 
without special assessments through disciplined 
reserve funding and phased planning.”

CASE STUDY
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Catching Up After Years 
Without Reserves

West Grand Towers Condominium  
Association, Des Moines, Iowa
Community Profile
	❙ 79 residential units plus two association-owned units

	– One commercial unit (salon)
	– One multi-use unit (fitness center, guest suite, 

library)
	❙ 12-story high-rise
	❙ Built in 1963 as apartments; converted to condo-

miniums in 1981

Background
For nearly 30 years, the association operated with-
out a reserve program, relying on a “pay-as-you-go” 
approach to maintenance. The first reserve study was 
completed in 2007, but no updates followed for more 
than a decade.

Education and Course Correction
In 2020, the board initiated a comprehensive reserve 
education program for owners, including meetings, 
written materials, and email communications empha-
sizing the importance of reserves, reserve studies, and 
long-term planning. This effort led to a new reserve 
study in May 2021. Owners were informed in advance 
that the findings would be challenging. As anticipated, 
the study confirmed severe underfunding.

Financial Recovery
An aggressive reserve funding plan was launched in 
January 2022, beginning with a 31.6% increase. The 
plan has continued for five consecutive years. In 2026, 
the reserve assessment increase has been reduced to 
17.7%, reflecting a growing reserve base, even though 
the dollar increase remains the largest to date.

Numerous long-deferred projects have now been 
completed, and the reserve study was updated again 
in 2025 to further strengthen financial planning.

Lessons Learned
Even after decades of underfunding, associations can 
successfully recover by prioritizing board and member 
education, maintaining consistent reserve contribu-
tions, updating reserve studies on a regular basis, and 
demonstrating a sustained commitment to responsible 
financial planning.

“Even after decades without adequate reserves, com-
munities can recover. The key is starting the conversa-
tion, committing to a plan, and staying the course.”

CASE STUDY

foundation.caionline.org  |  13© FOUNDATION FOR COMMUNITY ASSOCIATION RESEARCH



Turning Around Aging Infrastructure Through Governance 
and Engagement

Hunters Woods Village Condominium, Reston, Va.
Community Profile:
	❙ 22 units across nine buildings 
	❙ Established in 1972 (converted to condominium 

ownership 1979–1980) 
	❙ Garden-style, three- and four-story buildings 
	❙ Located on 11 acres within a planned community

Background
Hunters Woods Village Condominium is part of one 
of the nation’s earliest planned communities designed 
to integrate housing, amenities, and green space. By 
2025, the community had surpassed 50 years in age 
and faced many common challenges associated with 
aging infrastructure, including deteriorating building 
systems, outdated utilities, and increasing mainte-
nance demands.

A decade earlier, conditions had declined signifi-
cantly. Deferred maintenance, inconsistent oversight, 
and limited communication contributed to visible de-
terioration and declining resident engagement. Trust 
in governance had eroded, and many residents were 
disconnected from board decision-making.

A Turning Point in Governance
Approximately ten years ago, a shift in board leader-
ship marked a turning point. Board members began 
taking a more active role—walking the property, 
assessing conditions firsthand, and engaging directly 
with residents.

This hands-on approach improved awareness, 
strengthened oversight, and helped rebuild trust. It 
also revealed a critical need for more structured plan-
ning and better communication.

CASE STUDY
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Engagement and Preventative Maintenance
The creation of resident committees, including a Landscaping Committee, helped foster sustained engagement 
and shared accountability. What began as an effort to improve curb appeal evolved into a long-term initiative 
supporting maintenance priorities and community communication.

At the same time, the board transitioned from a reactive “fix-it-when-it-breaks” approach to a preventative 
maintenance strategy. Routine inspections, proactive repairs, and long-term capital planning reduced emergency 
costs and extended the useful life of key building systems. For example, an annual inspection program for aging 
hot water systems extended equipment lifespan by several years, delaying major capital replacement costs.

Communication as a Strategic Priority
Improved communication became central to the community’s progress. The board implemented a multi-channel 
approach, including printed notices, email updates, and meetings, encouraging resident participation and transpar-
ency. This shift helped rebuild trust and created stronger alignment around major projects and financial decisions.

Major Capital Project: Roof Replacement
One of the most significant recent initiatives was the full replacement of roof systems across all nine buildings. 
Years of patchwork repairs had led to increasing failures, making comprehensive replacement necessary.

The project followed a structured process, including competitive bidding, board evaluation, and extensive 
communication with residents. Work included roofing materials, structural components, gutters, and insulation.

Completed in 2025, the project was delivered with strong resident cooperation and minimal disruption. Inde-
pendent inspections confirmed quality, and long-term warranties were secured.

Lessons Learned
Hunters Woods Village demonstrates that aging infrastructure can be successfully managed through informed 
governance, proactive maintenance, and transparent communication.

Key takeaways include:
	❙ Deferred maintenance increases long-term costs and risk 
	❙ Preventative maintenance extends asset life and reduces emergencies 
	❙ Communication builds trust and supports decision-making 
	❙ Engaged boards are critical to long-term sustainability 

“The most important infrastructure investment we made wasn’t a roof or a building system— 
it was rebuilding trust between residents and leadership.”

CASE STUDY
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Addressing Long-Term  
Deferred Maintenance in  
a Small Condo Association

Ocean Sunrise Condominiums, Ocean City, Md.
Community Profile:
	❙ Number of Units: Five
	❙ Building Style: Modern beach architecture with EIFS 

exterior (Exterior Insulation and Finish System, a 
stucco-like exterior cladding with built-in insulation)

	❙ Year Established: 1985

Background
For more than 35 years, this five-unit condominium 
association operated without a reserve fund, deferring 
nearly all major capital repairs to keep assessments 
artificially low. As a result, critical building compo-
nents—including the roof, elevator, and structural 
beams—experienced significant deterioration without 
timely repair or replacement.

Assessment of Conditions
A 2024 reserve study identified a $250,000 reserve 
funding shortfall. However, subsequent inspections 
revealed that actual repair needs—primarily structural 
in nature—were substantially greater, with projected 
costs exceeding $600,000 over a two-year period. 
These findings underscored the severity of long-term 
deferred maintenance and the financial vulnerability of 
the association.

Resolution and Ongoing Actions
Under new board leadership, the association initiated 
a comprehensive stabilization plan. Special assess-
ments totaling approximately $350,000 (or $70,000 
per unit) were levied over two fiscal years to address 
urgent structural and building system deficiencies. An 
additional assessment of $50,000–$75,000 is anticipat-
ed in 2026.

Following a failed inspection, the building’s eleva-
tor was permanently decommissioned. Replacement 
costs were estimated at $300,000, in addition to ongo-
ing service expenses. The decision to decommission 

the elevator required extensive review of applicable 
International Building Code (IBC) requirements and 
formal approvals from Ocean City’s Chief Building Offi-
cial and the Maryland Department of Labor. This action 
allowed the association to avoid a significant capital 
expenditure while maintaining regulatory compliance.

To date, 36 of the 43 components identified in 
the reserve study have been addressed. The remain-
ing components have an estimated useful life of five 
years or more. Beginning in FY2025, the association 
established a dedicated reserve fund to address these 
future capital needs as they arise.

To support ongoing operations and rising insurance 
costs, annual assessments were increased by 33%.

Lessons Learned
This case highlights the compounding financial and 
safety risks associated with prolonged deferred main-
tenance. Proactive reserve planning, informed gover-
nance, and transparent communication are critical to 
preserving building integrity and ensuring the long-
term sustainability of community infrastructure.

CASE STUDY
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