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A New Paradigm - The Competitive
Mandate

The community management industry stands at a defining
moment. After decades of incremental improvements in technology
and process, we are witnessing a fundamental shift in what's
possible.

Artificial intelligence has matured from an experimental technology
to a powerful force that is reshaping how community management
companies operate, compete, and create value.

Artificial intelligence has moved beyond concept — it is actively
reshaping how community management companies operate,
compete, and create value today.

Real companies are achieving real results right now:

e Operations reduced invoice processing time from 500-750 hours
per month to just 3 minutes

o Companies are achieving $10,000+ monthly savings in accounts
payable alone

¢ Budget creation that once consumed 1,200 hours annually now
takes just 10 hours

e Service quality is measurably improving, with more b5-star
customer reviews

The competitive implications are profound and long-lasting.
Companies adopting Al today aren't just gaining a temporary
advantage—they're establishing a sustainable competitive position
that will allow them to win in the market for years to come. By
simultaneously lowering costs and enhancing service quality, these
organizations are creating a widening performance gap that
competitors will struggle to close. Each day these systems operate,
they learn and improve, compounding the first-mover advantage.

This makes Al adoption not merely advantageous but imperative for

community management companies with ambitions to lead their
markets.
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A New Paradigm - The Competitive
Mandate

This playbook is designed for forward-thinking executives who
recognize that Al represents not just an operational improvement
but a strategic inflection point for their business. Drawing from the
experiences of early adopters and industry leaders, it provides a
practical roadmap for becoming an Al-first community
management company.

Unlike technical manuals that focus on implementation details, this
executive playbook addresses the strategic questions that matter
most:

e How will Al transform our business model and competitive
positioning?

e What strategic advantages can we create through early
adoption?

» How will our workforce and organizational structure evolve?

« What practical steps should we take to lead rather than follow in
this transformation?

The community management companies who act now will set the
new industry standards. Those who wait risk falling irreversibly

behind.

Your future is not waiting — it's already here. This playbook shows
you how to lead it.
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Understanding HOAI: The Power of
Agentic Al

Before exploring transformation strategies, it's crucial to understand
what sets HOAI apart. HOAI represents the latest generation of Al in
community management—autonomous, agentic Al that
fundamentally changes what's possible.

Beyond Al Assistants: The Agentic Difference

Traditional Al Assistants:
¢ Reactive—wait for human

Al Work #1782 @ Proceed [ Modify
prompts
¢ Provide information for Sunnyvale Condo - Garage door does not open
humans to act on A Maintenance Request workllow

T've completed:

e Help with individual tasks
e Require continuous guidance

Ineed your approval to:
HOAIi Agentic Al:
* Proactive—identifies work
to be done
e Autonomously executes
complete workflows
« Handles complex, multi-step processes
+ Makes contextual decisions based on policies and experience
« Continuously learns and improves from observation
e Haslong term memory and constantly learning

Create work order

This distinction explains HOAI's transformational impact. While Al
assistants might help answer questions about invoice processing,
HOAI actually processes thousands of invoices—reading them,
matching vendors, coding to GL accounts, and routing for approval,
all autonomously.

As you proceed through this playbook, remember that we're not
discussing another software tool but rather an Al workforce that
autonomously executes complex processes across your organization
—fundamentally changing the operating model of community
management.
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Part I:

The "Why":

A Strategic Framework for
Al Transformation
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The Triple Advantage: Cost,
Quality, and Scalability

Al creates a unique opportunity to simultaneously improve in three
areas that traditionally required trade-offs:

Cost Efficiency:

60-70% | reduction in labor costs for administrative processes
No | need to increase staff while scaling
99% | reduced time for budget preparation

Elimination | of overtime and temporary staffing needs

Service Quality:
e Response times reduced from days to minutes
» Consistency across all commmunities and managers
e Higher accuracy and adherence to policies
* Detailed, comprehensive communication

Scalable Operations:
» Absorb growth without proportional staffing increases
e Standardized operations across all properties
» Knowledge preservation independent of staff turnover
« Consistent experience regardless of portfolio size

As Peter Greeves of EJF notes: "Answering calls and emails is

Q great, but I'd rather Al get the real work done." This focus on
meaningful work rather than administrative processing is the
hallmark of Al-transformed organizations.
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Core Use Cases with Proven ROI

Accounts Payable
Transformation

EJF cut invoice
processing from 500-750
hours per month to just 3
minutes for 10,000-15,00
invoices, saving $10,000
per month in one
department. This single
use case often pays for Al
investment within the
first month of
implementation.

Budget Revolution

Budget preparation
time reduced from
1,200 hours to 10 hours
annually. Beyond time
savings, Al creates more
accurate forecasts and
detailed supporting
documentation.

Resident
Communication

Al handles routine
inquiries 24/7, providing
consistent, detailed
responses in minutes

rather than hours or days.

This transforms resident
perception of service
quality.

Collections
Management

Ensures consistent
application of policies
while maintaining
appropriate tone.
Improves cash flow
through systematic
follow-up while reducing
administrative burden.

Each of these use cases delivers standalone ROI, but their combined
impact creates a fundamentally different operating model for
community management companies.
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Part 2:
The "Who'":

Building Your Al-First
Culture
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Start with Focused Success: One
Department at a Time

Effective Al transformation doesn't start everywhere—it starts
strategically. The most successful organizations begin with a single,
centralized department, prove the value, and then expand.

Best Practice:

Start with the back office, such as Accounts Payable or other
accounting workflows. These functions often yield the fastest,
clearest ROl with less operational risk and are perfect candidates for
early automation. Once Al is delivering measurable results and
earning internal trust, it's time to move to the next department.

“Just like a new hire, your Al Agent should first master internal tasks
—where ROI is fastest—before going customer-facing.”

Page 8 \lq ntaca’



Creating Your Al Taskforce

Cross-functional leadership still plays a crucial role in successful
adoption. Form a dedicated Al Taskforce to drive implementation,
results, and momentum. This group is your internal center of
excellence and should include:

« Accounting/Finance: Start here—AP/AR specialists offer high-
impact use cases and the clearest ROI.
e Operations: Owners of core workflows and processes.
« Community Management: Eventually bring in field expertise
after backend success.
» Customer Service: Phase in after internal teams are seeing
results.
» Leadership: Strategic guidance, buy-in, and resource support.
This team is responsible for:
= Selecting one department to start (usually AP)
= |Leading implementation and early training
= Measuring impact and ROI
= Addressing internal resistance
= Scaling success department by department
= Preparing the Team for Al Transformation

Al adoption is a culture shift—but with the right messaging and
involvement, it becomes a catalyst for empowerment and
performance.

Here's How to Prepare your Team:

* Lead with Business Outcomes: Focus on benefits like fewer
errors, faster processing, and increased team capacity—not the
technical complexity of Al.

» Start with Internal Tasks: Deploy your Al Agent like a new hire—
let it learn your business internally first before exposing it to
residents or boards.

* Involve Employees Early: Ask team members to identify their
most repetitive, time-consuming tasks. These are your first Al use
cases—and where they'll feel the most relief.

« Empower Department Champions: Identify early adopters who
can test, validate, and promote the benefits of Al across the team.
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Preparing Your Team for
Transformation

Successful adoption requires intentional change management:

Ol

Focus on Outcomes, Not Technology
Lead with business results—faster responses, fewer
errors, more capacity—rather than technical details of Al.

02

Involve Team Members in Defining the Future

Ask teams to identify their most time-consuming,
frustrating tasks as candidates for Al assistance.

03

Start with Champions in Each Department

Identify and empower early adopters who will
demonstrate benefits to their peers.

04

Create Safe Spaces for Learning

Begin with Scout' (powered by HOAI, included in
Vantaca) to build familiarity with Al capabilities in a low-
risk environment.

05

Celebrate and Communicate Wins

Share success stories and recognize team members
who embrace new ways of working.

Companies report that initial skepticism quickly turns to enthusiasm
when team members experience how Al eliminates their least
favorite tasks while creating capacity for more meaningful work.

" Scout is Vantaca's Al assistant that's included with the platform at no additional cost, powered by
HOAI technology. It serves as an entry point for teams to become familiar with Al capabilities in a
low-risk environment, allowing users to ask questions, get help with tasks, and access information
within Vantaca through natural language interaction.
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Part 3:
The "How": Strategic

Implementation Path
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First 90 Days:
Foundation for Success

Days 1-30

Assessment and Planning

Form cross-functional Al taskforce
Begin with database cleanup to ensure quality data
Establish baseline metrics for key processes

Identify initial high-impact use cases (typically
AP/AR/Budgets)

Introduce Scout, powered by HOAI, for team Al familiarity

Days 31-60

First Use Case Implementation

Configure HOAI for initial use case

Train Al through supervised operations
Establish feedback loops for improvement
Document standard operating procedures

Begin measuring impact against baseline

Days 61-90

Expansion and Optimization

Page 12

Refine initial use case based on learning
Expand to second high-impact area
Communicate results to broader organization
Develop plan for next wave of implementation

Begin evaluating role adjustments based on capacity
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Implementation Best Practices

Start with Data Quality
Clean data is the foundation of Al success. Begin %

with database cleanup and standardization before
implementation.

Begin with AP/AR for Fastest ROI \\

Financial operations typically offer the clearest
path to measurable ROl and team buy-in.

Set Clear Success Metrics
Define what success looks like before implementation

—processing time, error rates, customer satisfaction.

Build Feedback Loops o

Al improves through feedback. Establish clear Sy
processes for team members to correct and enhance
Al performance.

Maintain Human Oversight \
Begin with supervised operation to build trust and refine Q\

processes before moving to autonomous operation.

§
\

Companies achieving the greatest success maintain a balanced
approach—bold in vision but methodical in implementation,
ensuring each step builds confidence for the next.
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Part 4:
Beyond the Basics: Path

to Full Transformation
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Expanding Your Al Capabilities

Once initial use cases demonstrate success, expand to these high-
impact areas:

Compliance and Governance
e Automated board meeting agenda preparation

Resolution tracking and implementation

Compliance monitoring and reporting

Historical decision reference

Board packet assembly and delivery

Maintenance Management
* Vendor relationship automation

e Preventive maintenance scheduling
* Inspection automation and tracking

 Work order optimization

Financial Forecasting
» Cash flow prediction and optimization

¢ Reserve study analysis and planning
e Investment performance modeling

* Assessment structure optimization

Community Engagement
e Personalized communication based on resident history

* Event planning and coordination
e Amenity utilization optimization

e Community satisfaction prediction
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Service Tier Evolution

Develop differentiated service offerings leveraging Al capabilities:

Standard Management

Basic service with Al efficiency
benefits

Enhanced Management

Al-powered insights, faster response times, and
proactive management

Premium Management

Comprehensive analytics, predictive
Mmanagement, and strategic guidance

This tiered approach creates clear upsell paths and competitive
differentiation in the marketplace.
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Build a Comprehensive Al Ecosystem

Forward-thinking organizations recognize that Al transformation
extends beyond a single tool or department. From experience,
leading organizations are creating comprehensive Al ecosystems
with tools such as:

Asana or Monday.com

Al-enhanced project management

HOAI

Autonomous workflow execution

Scout, powered by HOAI

Day-to-day assistance and information access

Beautiful Al

Automated presentation creation

Otter

Meeting transcription and analysis

This integrated approach delivers exponentially greater value than
siloed implementations. Teams become more adaptable, knowledge
flows seamlessly across platforms, and the organization develops a
unified Al strategy rather than disconnected point solutions.
Companies that thoughtfully build these ecosystems report greater
adoption, faster scaling, and more sustainable competitive
advantages than those implementing isolated Al tools.
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Part 5:
Team Evolution:

From Displacement to

Strategic Redeployment

Page 18 \’antaca‘



Addressing the Workforce Impact
Question

The question isn't whether Al will impact jobs—it's how leadership

manages that impact to benefit both the organization and team
members.

Redeployment vs. Replacement

Leading companies are redeploying team members to higher-
value activities rather than reducing headcount:

o AP specialists becoming financial analysts
¢ Administrative staff transitioning to customer success roles
¢ Processing teams evolving into quality assurance specialists

Knowledge Transfer as Strategic Asset

Team members possess invaluable institutional knowledge that
can be:

¢ Used to train and refine Al systems

* Applied to strategic initiatives and growth
* Deployed to enhance client relationships
e Leveraged for training and development

Scaling Without Staffing

Al creates capacity to grow without proportional headcount
increases:

e Absorb 20-30% more doors with existing team

* Enter new markets without local administrative staff
Launch new service lines with minimal overhead

e Acquire competitors with immediate operational integration
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Talent Attraction and Retention

Al-forward companies report significant advantages in
recruiting:

» Attracting digitally-native talent seeking innovative
environments

« Offering more engaging roles focused on strategy and
relationships

» Creating clear development paths to higher-value

responsibilities

¢ Reducing turnover by eliminating the most tedious aspects of
work

The companies that manage this transition thoughtfully will create
aligned workforces where humans and Al each focus on their
unique strengths.
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Part 6.
The Evolving Community

Manager Role
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From Administrative Processor to
Strategic Partner

The community manager role is undergoing a profound
transformation:

Traditional Community Manager:

70% | Administrative Processing
20% | Reactive Problem-Solving

10% | Relationship Building

Value measured by task completion

Al-Enhanced Community Manager:

20% | Al Oversight and Direction
30% I Strategic Community Planning

50% | Relationship Development

Value measured by community outcomes

This evolution resolves a long-standing industry challenge.
Previously, companies found it necessary to split roles between
community/project managers (handling administrative work) and
relationship managers (focusing on client interaction). Al eliminates
this artificial division, creating a more holistic and satisfying role.
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Critical Skills in the Al Era

The most successful community managers in Al-enhanced
organizations demonstrate:

Emotional Intelligence:

" Understanding and addressing community needs
" Strategic Thinking:
Identifying patterns and opportunities across properties
" Relationship Building:
Developing trust with boards and residents
" Problem Solving:
Addressing complex issues that require judgment
" Technology Direction:

Effectively directing Al to accomplish objectives

Professional Development Strategy

To support this evolution, leading companies are:
¢ Redesigning training programs to emphasize relationship skills
e Creating mentorship opportunities focused on strategic thinking
» Developing clear career paths from administrative to strategic
roles
» Providing Al literacy training to build confidence with new tools

Not changing the job descriptions yet, but changing the jobs to

be done. This organic evolution allows team members to grow into
expanded responsibilities as Al creates capacity.
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Part 7:
Market Leadership:

Leveraging Al for
Competitive Advantage
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Unprecedented Operational
Advantage

Al-first companies achieve fundamental advantages:
* Operating at 60-70% of the labor cost of traditional competitors
« Delivering responses in minutes rather than days
e Scaling without proportional overhead increases

* Maintaining consistent quality regardless of volume

Transforming the Sales Process

Leading companies are already leveraging Al capabilities in their
sales approach:

e Demonstrating real-time budget generation during prospect
meetings

e Showing concrete service response time comparisons

o Offering premium service tiers enabled by Al capabilities

* Presenting case studies with quantified service improvements

Develop a tailored "pitch book" for upgraded levels of service that
demonstrates these tangible advantages in terms that resonate with
boards and property owners.
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Retention Strategy

Al creates powerful retention advantages:
* More consistent service regardless of staff changes
o Faster, more detailed responses to inquiries
» Proactive identification and resolution of issues

e Richer reporting and community insights

Market Positioning Evolution

The market is bifurcating between Al leaders and followers:

a Leaders:
Command premium pricing while operating at lower cost

e Followers:
Compete primarily on price with thinning margins

e Laggards:
Increasingly unable to meet service expectations

Companies implementing Al today are establishing advantages that
will compound for years to come, creating an ever-widening
performance gap in the market.
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Conclusion: Seizing the Moment

The community management industry is experiencing its most
significant transformation in decades.

Al is not just changing how companies operate — it’s redefining
what's possible in service delivery, operational efficiency, and
strategic growth.

Vantaca + HOAI are driving extraordinary, real-world results today.
Companies using these solutions are seeing:

» Operational costs slashed by 60-70%

¢ Invoice processing in minutes, not weeks

e Scalable growth without increasing headcount
» Elevated customer satisfaction and retention

But this is more than just improvement. Every day that Al systems
like HOAi and Scout are at work, they're compounding
advantages — widening the gap between those who lead and
those struggling to keep pace.

The question is no longer if Al will transform community
management. It's who will lead this transformation and who will be
left behind.
This playbook has given you the framework to act decisively:

» Prioritize the right use cases for immediate ROI

e Prepare your teams for a new era of strategic work

e Build an Al ecosystem that scales with your business

This is real. It's delivering results. And it's evolving fast.
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Conclusion: Seizing the Moment

Those who lead will define the future of community management.
Those who wait will face an increasingly uphill battle.

Your future isn’t waiting to be unlocked — it's already unfolding.
Let’s lead it together.

This is an evolving playbook. We are actively listening to the
market and learning in real time alongside our customers. As Al
technology advances and early adopters uncover new use cases and
implementation strategies, we will continue to refine this guide to
reflect the latest insights and best practices. Your experiences and
feedback will shape future versions as we collectively define the
future of Al-powered community management.

The question is not whether Al will transform community
management, but whether your company will lead that
transformation or follow in its wake.

"Working with HOAi has been nothing short of
extraordinary. Their team turned our complex,
multi-faceted HOA management processes into
an Al-powered platform that not only simplifies
our work but also delights our homeowners."

— Mitch Krauss, COO, Goodwin & Company
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