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Purpose.  Scope defines the work; responsibility defines who owns each outcome; authority defines who may decide or spend; boundaries define how staff interact with owners, guests, and confidential information. Undefined scope becomes unpaid scope. Approval limits improve speed only when designed before the emergency.

	PART 1 — RESPONSIBILITY MATRIX


	Outcome
	Cleaning company (Summit)
	Property manager (North Shore)
	Joint / notes

	Field evidence & documentation
	Owns — photos, condition, issue record
	Receives & acts
	Shared record

	Guest communication
	Does not contact guest directly
	Owns guest communication
	Boundary respected

	Owner communication & relationship
	Escalates via manager
	Owns owner relationship
	No bypass

	Guest-readiness / release
	Verifies & reports readiness
	Confirms revenue decisions
	Named authority decides removal

	Reservation data accuracy
	Reconciles & flags exceptions
	Owns accurate PMS data
	Source of truth defined

	Access provision
	Uses & secures access
	Owns working access & codes
	Access failures logged

	Payment & billing
	Owns accurate invoice & evidence
	Owns timely payment
	Dispute window defined



	PART 2 — APPROVAL AUTHORITY MATRIX


	Decision
	Authority level
	Threshold

	Minor spot treatment / small correction
	Field lead / coordinator
	

	Added service / extra labor
	Operations coordinator
	

	Replacement / restoration / vendor call
	Portfolio manager
	

	Remove property from service
	Named manager (both sides)
	

	No-response fallback
	Pre-agreed default action
	



	PART 3 — WORKED EXAMPLE: THE SOFA STAIN (SAME-DAY ARRIVAL)


The cleaner's first duty is not to decide financial responsibility or promise a replacement. Document the condition, protect the area, and report through the designated route. The system then routes the decision.
	Control
	Question in the sofa-stain example
	Answer

	Scope
	Is treatment included, separately billable, or outside service?
	

	Responsibility
	Who documents, communicates, approves, closes?
	

	Authority
	Who authorizes labor, replacement, or removal?
	

	Boundary
	Who may speak with guest/owner; what may be shared?
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Worked for Summit Cleaning Solutions & North Shore Vacation Rentals — the shared matrix and the sofa-stain issue run through it end to end.

	PART 1 — RESPONSIBILITY MATRIX


	Outcome
	Cleaning company (Summit)
	Property manager (North Shore)
	Joint / notes

	Field evidence & documentation
	Owns — photos, condition, issue record
	Receives & acts
	Shared record

	Guest communication
	Does not contact guest directly
	Owns guest communication
	Boundary respected

	Owner communication & relationship
	Escalates via manager
	Owns owner relationship
	No bypass

	Guest-readiness / release
	Verifies & reports readiness
	Confirms revenue decisions
	Named authority decides removal

	Reservation data accuracy
	Reconciles & flags exceptions
	Owns accurate PMS data
	Source of truth defined

	Access provision
	Uses & secures access
	Owns working access & codes
	Access failures logged

	Payment & billing
	Owns accurate invoice & evidence
	Owns timely payment
	Dispute window defined



	PART 2 — APPROVAL AUTHORITY MATRIX


	Decision
	Authority level
	North Shore threshold

	Minor spot treatment / small correction
	Field lead / coordinator
	Up to $75 labor, logged

	Added service / extra labor
	Operations coordinator
	$75–$250 with evidence

	Replacement / restoration / vendor call
	Portfolio manager
	Above $250 or asset impact

	Remove property from service
	Named manager (both sides)
	Sarah Mitchell / Michelle Reyes

	No-response fallback
	Pre-agreed default action
	Protect guest; document; reconcile after



	PART 3 — WORKED EXAMPLE: THE SOFA STAIN (SAME-DAY ARRIVAL)


The cleaner's first duty is not to decide financial responsibility or promise a replacement. Document the condition, protect the area, and report through the designated route. The system then routes the decision.
	Control
	Question in the sofa-stain example
	North Shore answer

	Scope
	Is treatment included, separately billable, or outside service?
	Spot treatment billable; restoration outside

	Responsibility
	Who documents, communicates, approves, closes?
	Summit documents; North Shore communicates to guest

	Authority
	Who authorizes labor, replacement, or removal?
	Coordinator ≤$250; portfolio mgr above

	Boundary
	Who may speak with guest/owner; what may be shared?
	North Shore only; Summit shares evidence, not promises
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