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Expectations 

 
In Remarkable Service Infrastructure - An Overarching Plan for Club Excellence (see infographic at Appendix 
A) we laid out an organizational design for successful club operations.  But unless your employees inhabit some 
alternate reality, one in which every employee inherently understands the multi-dimensional requirements of 
service and has telepathic powers to know how you want them to function at all times, you as a general manager 
must spell out your expectations for them. 
 
This is particularly so for your management team.  Regardless of background, education, and work experience, 
you must ensure that they know what you expect of them in all situations.  Further, to ensure consistency in the 
operation and how employees interact with members, managers must have a common understanding of the 
club’s standards, policies, and procedures.  This means that you must communicate your requirements for: 

 Leadership 

 Management disciplines 

 Service standards, and  

 Performance expectations 
 
Without the effort to define expectations in these critical areas, the club will operate as a collection of tribes, 
each reflecting the dedication, performance, and example of its manager.  Such an operation will be 
disorganized and conflicted – incapable of rendering consistent service and value to its members. 
 
Any general manager with any length of experience and the leisure to reflect upon the realities of our industry 
will know this to be true, yet who has the time to spell out such a large, complex, and interconnected set of 
expectations while dealing with the day-in, day-out challenges of a busy hospitality operation? 
 
It is for this reason that, at the culmination of a long career in hotels, resorts, and private clubs, I have attempted 
to define the expectations I have for those who report to me.  While these expectations reflect my approach to 
leadership and management and may not apply in every case, I believe they offer many proven best practices for 
any manager who wishes to develop employees to their fullest potential and provide high levels of service to 
members and guests. 
 
In the text, you will find mention of various club forms and other operational resources, these can be purchased 
on the PCPM Marketplace store. 
 

Suggested Uses 
 
The articles included here are meant to define and describe leadership, management disciplines, service 
standards, and the general manager’s performance expectations for the club management team.  The concepts 
are not all-inclusive, rather they attempt to lay out in a broad and general way those important issues that need to 
be understood and executed consistently and faithfully by all managers.  Without an understanding of the 
principles and disciplines by which the club’s business is conducted, the operation will be pulled in many 
directions and falter for lack of common purpose and execution.  
 
This material can be used in several ways to improve leadership and operational disciplines among a club’s 
management ranks: 

http://www.lulu.com/shop/ed-rehkopf/remarkable-service-infrastructure-an-overarching-plan-for-club-excellence/ebook/product-24349993.html
https://pcpmmarketplace.store/
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 A general manager can assign a different manager to read and lead a brief discussion of an article at 
each weekly managers meeting.  Over time these discussions will help ensure that all managers have a 
common understanding of key leadership and operational issues, as well as the desired club culture. 

 They can also be provided to all subordinate managers to read prior to a training session for managers, 
again to ensure that all management staff understand how various leadership and operational matters 
will be addressed. 

 Lastly, they can be assigned to a newly hired manager for reading to ensure he or she understands the 
existing club culture and way of doing things. 

While the expectations and best practices described herein reflect my approach to managing a high performing 
private club, individual managers will need to evaluate and prioritize those that would best serve the needs of 
their operation.  Regardless which, if any, may be suitable for your club, I trust that this material will foster 
discussion and innovation for those managers seeking to take their club management team to a higher level of 
performance. 
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LEADERSHIP 
 

The articles in this section are designed to bring the 
management team to a common understanding and 
application of service-based leadership principles 

 



  
 

   
© 2010 – Ed Rehkopf  4 

What I Expect from Our  
Club Management Team 

 
Authority, Responsibility, Accountability 

 
“Authority,” “Responsibility,” and “Accountability” are three terms that are used frequently in connection with 
positions of leadership.  What exactly do these terms mean and how are they related? 

  
Authority is defined as “a power or right, delegated or given.”  In this sense, the person or company that 
hires a leader vest him with the authority to manage or direct an operation.  It is expected that this 
individual will exercise the full scope of his authority to properly, professionally, and profitably manage the 
operation. 

  
Responsibility is defined as “a particular burden of obligation upon a person who is responsible.”  Responsible 
is defined as “answerable or accountable, as for something within one’s power or control.”  Therefore, a leader 
is responsible and has responsibility for the operation for which she has been given authority. 

  
Accountability is defined as “subject to the obligation to report, explain, or justify something; answerable.”  A 
leader is answerable for the performance of the operation for which he has authority and is responsible. 

  
Authority may be delegated to subordinates.  For example, a general manager may delegate the authority to 
collect delinquent accounts to the controller.  The controller then has the right to perform tasks associated with 
collection, such as sending past due notices, charging finance charges on delinquent accounts, and 
recommending bad debt write-off for seriously overdue accounts.  However, even though the general manager 
delegated the authority, he or she still has the responsibility to ensure that collections are done properly.  As the 
saying goes, “You can delegate authority, but not responsibility.”  Even when you delegate, you are 
ultimately responsible for your organization’s performance. 

  
As a leader, you are accountable for those functions and tasks that have been delegated to you.  Likewise, should 
you delegate any functions or tasks to subordinates; you must ensure that they are held accountable for properly 
performing them.  This requires that you properly explain your expectations to subordinates.   

  
This is most easily done when performance parameters are objective, say telling an advertising executive she 
must retain her major accounts or else she’ll be replaced.  More often, performance parameters are more 
complex and involve subjective evaluations.  Regardless of the difficulties in defining these parameters, it must 
be done.  Otherwise, there is no way to hold a subordinate accountable for results.  It is for this reason that 
performance standards must be defined.  Often, detailed benchmarks, consistently and conscientiously tracked 
over time, will provide the most meaningful measures of performance. 
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Two Important Leadership Lessons 

 
When I first joined the military, I was drilled repeatedly that the proper answer for any questioned failure was 
“No excuse, Sir!”  While this response seemed to be a martinet-like reply when being chewed out for poorly-
shined shoes, an unpolished belt buckle, or for failing to accomplish some impossible tasks, the underlying 
message was an important one – that there is no excuse for failure.   
 
Properly understood it means that there is always more that I, as a leader, could have done to succeed – I could 
have paid closer attention, devoted more resources, better juggled the demands upon my time and attention, 
done a better job of planning or preparing, selected better teammates or subordinates, delegated more or better, 
supervised closer, or any other more appropriate action or initiative that would have ensured success. 
 
The concept of no excuse for failure is an important one in fighting wars, running companies, or any other 
important or worthwhile endeavor.  Further, the concept of no excuses implies that you cannot blame others for 
your failures – there is always something more you could have done.   
 
The second lesson the military taught is that a leader is responsible for everything his or her unit does or 
fails to do.  While this lesson is closely tied to “no excuse for failure,” it brings some important distinctions with 
it – that no matter what role others are supposed to play in the endeavor – it is the leader who is ultimately 
responsible for the outcome. 
 
Some examples to illustrate the point:  Too often, managers wash their hands of personnel issues because they 
have a human resource department.  The same is true when the company has a training department or is 
provided training materials.  Suddenly, the manager is no longer responsible for the training outcome because 
“someone else is responsible for training.”  Such attitudes set the manager up for failure.   
 
Remembering that “you can delegate authority, but not responsibility,” the manager must take personal 
responsibility to ensure that not only he or she is knowledgeable about HR issues and labor laws, but that all 
subordinate managers are as well.  Likewise, the manager must be intimately familiar with training materials 
and whether subordinate managers are properly training front line employees.  To do otherwise is to avoid the 
very responsibilities for which a manager is hired. 
 
While these leadership lessons from the military may seem overly stringent, even harsh, they are, in fact, the 
essence of leadership – taking personal responsibility.  If anyone doubts this, just ask any NFL coach what 
leadership standard he is held to. 
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Personal Leadership:  Adding Value to Your Organization 

 
If you are interested in advancing your career, the easiest and quickest way to do so is to add value to your 
employer.  When you consistently demonstrate your ability to take initiative, solve problems, and make your 
bosses’ job easier, you will be recognized as one who adds value to the organization.  “Personal Leadership” 
will allow you to stand head and shoulders above your peers and will ultimately lead to greater and greater 
successes in life. 
 
Reject the Status Quo.  Every organization has its way of doing things.  Often the methods are a result of 
stopgap measures implemented over time to deal with various problems as they arose.  Seldom are standards, 
policies, and procedures formalized in writing; even less often are they well-thought out from a big picture 
standpoint.  Despite the haphazard nature of most methods, they are considered sacred and untouchable by 
employees because “we’ve always done it that way.” 
 
A leader, however, does not accept this status quo.  She shines the fresh light of reason on the organization, 
continually asking questions: Is there a better way to do this?  Does this make sense?  Does this really serve our 
members’ interests?  This willingness to look for new ways to do things allows the leader to realize another 
principle. 
 
Seek Continual Improvement.  Every aspect of an operation – from product and services to standards, policies, 
procedures, work methods, and training material – should be analyzed for ways to do them better, faster, more 
efficiently, and with higher levels of service.   
 
When a leader is dedicated to continual improvement and seeks the input of her employees, the entire 
department becomes energized with ideas, innovation, and enthusiasm.  And while the organization as a whole 
and its members benefit from the improvements, the employees gain the greatest benefit – knowing that their 
efforts contribute in a meaningful way to an organization that is vital and successful. 
 
Be Proactive.  A leader should always be looking ahead to ensure his department is ready for any contingency.  
Since most businesses have a seasonal routine, the leader reviews past activity from a variety of perspectives in 
a search for ways to improve performance, and he continually seeks new ideas, events, and activities to keep the 
operations interesting and fresh for members. 
 
Leaders should be looking at least three months ahead for routine operations, and further for major activities, 
events, or projects.  This continually advancing planning horizon allows all essential requirements to be 
completed in a timely manner, while effectively implementing and marketing new products and services. 
 
Have a Plan.  Every event, activity, project, or initiative demands a plan.  Without a proper plan a leader 
approaches everything helter-skelter, wastes valuable resources and time, and subjects employees to his own 
disorganization and lack of discipline. 
 
By putting a plan in writing – even something as simple as a one-page outline of timing and responsibilities – a 
leader is better able to communicate with employees and with other affected departments.  A written plan 
broadcasts a leader’s competence and abilities to everyone who sees it.   
 
The Army has a phrase to express the need for planning.  The sanitized version of the six P’s is: 
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 “Prior Planning Prevents P. . .-Poor Performance” 
 
Yet poor performance isn’t prevented simply by planning. 
 
Follow Through and Follow Up.  Whatever he undertakes, the leader must follow through to ensure that all 
details are covered, and all actions completed.  Often follow-through requires modification of the original plan 
when unexpected situations arise. 
 
Lastly, the leader will follow up on all completed actions or projects to learn from mistakes and to ensure that 
the initiative met the expectations of owners, members, other managers, and employees.  
 
Summary.  Demonstrating Personal Leadership is more of a mindset than possessing specific skills.  It involves 
the willingness to tackle any problem, the understanding that every problem has a solution, and the realization 
that problems are opportunities in disguise. 
 
The choice to be a Personal Leader is up to you.  You can tread water and wonder why your career isn’t going 
anywhere; or you can add value to your organization and ensure your future success. 
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Organizational Leadership 

 
What does it mean to be an “organizational” leader?  Much has been written to define what constitutes 
leadership, the role of the leader, and the habits of successful leaders.  Though the exercise of all leadership is 
situational, the following traits can invariably be found in those who lead successful organizations. 
 
Leading with a vision.  Moving large and complex organizations in a direction requires the ability to 
formulate and articulate a vision of what the organization should be.  "Selling" the vision requires constant 
hammering home of easy-to-grasp themes.  Without the "big picture" sense of direction, employees become 
lost in the day-to-day detail and monotony of their jobs.  Leaders must engage with employees on all levels and 
view such interaction as an opportunity to "spread the gospel." 
 
Transforming vision into day-to-day action.   Long range vision must be broken down into a concrete plan 
of action for managers and supervisors at all levels.  Goal setting sessions, work plans, and performance 
reviews play an important part in establishing and communicating near and long-term objectives.  Many 
organizational failures result from faulty or inadequate communication of the vision.  Informed employees are 
better employees.  Leaders should strive to create an environment that facilitates communication flow, where 
superiors and subordinates keep each other informed, quality and performance standards are communicated, 
feedback is constantly given, and every employee knows where the organization is going and how it will get 
there. 
 
Having a bias toward action.  Leaders accomplish something every day.  There is an insistent time factor in 
management.  New problems crop up continuously.  When problems are not solved, the accumulating volume 
can paralyze an organization.  A leader’s ideas, words, actions, and examples are major determinants in the 
success of any operation.  No one should need to tell a leader what must be improved in his organization.  He 
should recognize what needs to be done, formulate a vision, and prepare an action plan to accomplish it. 
 
Being proactive in finding problems.  Leaders do not have a negative attitude toward problems because they 
clearly signal where the leader should devote her time and energies.  A famous inventor once said that he carried 
a notebook with him and noted each one of his daily irritations with the world around him.  He understood if 
something irritated him, it most likely irritated everyone else.  Finding a solution to the irritation often presented 
him with an idea for an invention or a business opportunity.  The same principle applies to a leader who is on 
the lookout for problems.  Invariably they point the way to some improvement in the operation.  Further, when 
employees work for a leader who solves problems, they feel energized and empowered to do the same.   
 
Knowing that every problem has a solution.  Every problem can be solved.  It's merely a matter of priorities.  
Even the most complex problem can be broken down into its smaller solvable components.  Sometimes a 
solution is the result of compromise or many little steps that contribute to an improvement in the overall 
situation.  As much as possible, one should look for system solutions to problems, making their elimination 
part of the routine. 
 
Paying attention to details.  A leader must have an eye for details.  Much can be learned by observing an 
operation and a leader must spend a good deal of her time "out and about" to know what is going on in the 
organization. 
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MANAGEMENT 
DISCIPLINES 

 
This section covers a variety of disciplines that will 

ensure your success as a club 
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Establishing Standards 

  
The owners of any enterprise are the ones who determine the desired standards for quality and service.  In the 
case of member-owned clubs, it is the governing board that has this responsibility.  The problem for board 
members, though, is that seldom do these individuals have the in-depth knowledge or experience of hospitality 
operations to translate their desires into reality. 
  
So, it is the general manager who, in consultation with the board, determines the desired quality and sets the 
standards.  This is challenging in three ways.  First, board members may have difficulty articulating their quality 
and service desires since the perception of quality is the culmination of a great number of operating details.  
Second, each individual member has his or her own expectations for quality, thereby making for an imprecise 
common standard.  Third, boards change over time and the changing agenda of new boards may require changes 
in priorities and allocation of resources, which may ultimately impact standards. 
  
Given these realities it is essential for the general manager to “manage” the process by establishing standards of 
quality and service at the club based on his or her best professional judgment and querying the board and 
membership periodically to ensure expectations are being met.  This is usually done with a membership survey 
regarding service levels in the various areas of club operations. 
  
The common wisdom in our industry is that the higher the standards of quality and service desired by the 
membership, the greater the cost of operations – most noticeably in payroll cost from higher staffing levels, 
extended hours of operation, more personal services, and more intensive training.  While these are all 
contributing factors, there are the operating inefficiencies as a result of weak leadership, poor organization, staff 
turnover, and inadequate training that are also significant drivers of higher costs. 
  
A further challenge arises from the need for management to consistently communicate operating standards to 
employees.  Regardless of age, background, education, experience, training, personality, and habit, all 
employees must have a common understanding of what they must do in all service situations.  This can come 
about only through clear standards, policies, and procedures consistently communicated to employees during 
onboarding and training.  It is also essential that the training, particularly for values and service standards, be 
consistent across all operating departments.  It does not speak well for the club to have the head golf 
professional and food and beverage director teaching and reinforcing different values and standards to their 
respective staffs.  Ultimately, the only solution is to create a common service standard that is integrated and 
consistent across all elements of the club. 
  
Lastly, while service-based leadership focuses largely on providing training, resources, and support for the staff, 
the concern for staff motivation and morale should not for a moment be mistaken to imply that standards are not 
rigorous, and devotion to those standards are paramount.  Leaders must be fanatical in their focus on the 
established standards and attention to detail in all areas of the operation.  
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Standards, Policies and Procedures 

  
The terms “standards,” “policies,” and “procedures” are used in business to describe the “what” and “how to’s” 
of a club’s organization and work processes. 

Standards.  In a manufacturing setting, product standards usually include material specifications, 
manufacturing tolerances, quality measurements, and the functionality of the finished product.   

In the club industry, however, the establishment of a standard is usually made by management based upon an 
understanding or expectation of what will satisfy or impress members.  Often this satisfaction is based upon the 
way some service or action is performed.  Therefore, the standard is a description of the desired outcome of that 
service or action and/or the way it is performed, such as the approved way of presenting and opening a bottle of 
wine, or the correct way to fill out a form used for documenting personnel actions, the way month-end 
inventories will be conducted, or the level of professionalism of management and operations. 

Standards are established by the board or general manager as the acceptable model of performance by which 
members judge proficiency and professionalism.  They apply not only to the daily performance of individual 
duties, but also to the way employees conduct themselves. 

Policies.  Policies and standards are so closely interwoven it is often hard to tell them apart.  Policies most often 
apply to those areas of the operation where they can be little or no leeway in how something is done, for 
instance in the area of human resources where so much is dictated by law and the need for correct action to 
avoid litigation, or in the area of accounting where exactness and consistency are necessary to ensure the 
correctness, accuracy, timeliness, and transparency of financial reporting and fiduciary responsibilities. 

Policies can also apply to operations.  Policies are established to ensure the consistent and fair treatment of 
members; for instance, there might be a policy for giving refunds or making dining reservations.  The need for 
policy here is to ensure that every member receives equal treatment and the same opportunity to use and enjoy 
the club and its amenities or services.  Nothing will upset a member faster than believing he or she is not getting 
a fair shake from the club.  While human resources and accounting policies must be stringently followed, 
operating policies tend to be more flexible to meet changing member needs.   

Procedures.  Procedures are the “how to’s” of business.  Sometimes they flow from standards and sometimes 
from policies, but in the end, they are exact instructions of how to do or complete a process, act, or event.  
Whereas policies are often the reason why something is done, procedures are the detail of how it is done.   

Example of Standards, Policies, and Procedures 

Note the policies and procedures for taking a dining reservation below. Taken together they represent the 
standard of how to take a reservation and provide a description of the desired outcome of the process. 

Policies: 
1. Reservations will be taken for all dining venues – casual dining, fine dining, and Sunday brunch. 
2. Reservations will be taken no earlier than 60 days in advance of a requested date. 

3.   A la carte reservations will not normally be taken for parties of more than 12.  When an exception is made 
for a party of more than 12, the dining room manager and chef will coordinate a set or limited menu for the 
party.  
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4.   The dining room manager is responsible for maintaining the reservation book for all venues.  

5.   Reservations may be made by calling 555-5555, from 8 a.m. to 9 p.m. Tuesday through Friday, and 11 a.m. 
to 9 p.m. Saturday and Sunday. 

       a.   During normal office hours (8 a.m. to 5 p.m., Tuesday through Friday), reservation calls will be taken 
by the receptionist. 

       b.   During all other hours, reservations will be forwarded to the dining room where they will be taken by 
the dining room host or hostess. 

       c.   Outside of normal reservation times, a voice mail message will inform members of the hours that 
reservations may be taken and that a voice mail message will be returned promptly during normal 
business hours.  

  
Procedures 

1.   Answer the phone in three rings. 

2.  Use a pleasant tone of voice to communicate your desire to help. 

3.  Answer the phone with “Good morning/ afternoon/ evening, thank you for calling the main dining room, 
this is (your name).  How may I help you?”  Note:  It is important to get the name of the caller first, so that 
you may address him/her by name during the rest of the call. 

4.   If you must place the caller on hold, say “Mr./Mrs. (member name), may I place you on hold for a 
moment?”   

       a.   If the answer is yes, say “Thank You” and place the caller on hold.   

       b.   If the answer is no, continue with the call. 

5.   Obtain all necessary information: day/date of reservation, time, number in party, and member phone 
number. 

6.   Ask for special needs, accommodations, or if they are celebrating a special occasion. 

7.   Read back the information you have taken to ensure all information is accurate. 

8.   Thank the member for calling. 
  

Standards, policies, and procedures are the building blocks of the Club Operations Plan and form the bulk of the 
material that an employee must master to satisfactorily complete all their job functions, duties, and 
responsibilities.  Without taking the time to define, explain, and clarify standards, policies, and procedures, how 
can management realistically know what it is that employees need to learn?  Without well-defined standards, 
policies, and procedures, any attempt to train will be disorganized and inconsistent.   
  
While department heads and junior managers are typically responsible for developing the operating standards, 
policies, and procedures for their departments, the general manager is still responsible for ensuring the overall 
quality of the operation and must therefore review all operating standards, policies, and procedures.  She can 
only do this if they are in writing and available for her review. 
  

http://www.lulu.com/shop/ed-rehkopf/the-club-operations-plan-a-legacy-contribution-for-club-excellence/ebook/product-24359054.html
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SERVICE 
STANDARDS 

 
The articles in this section define the standards that are 

at the heart of what you do for members 
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The Hierarchy of Service 

 

While service-based leadership stresses that the leader must serve the needs of his or her constituencies, not all 
constituent needs have equal weight or importance. 

The club Board is usually the smallest constituent group in numbers, but their needs are paramount.  Why?  
They represent the will of the members in operating the club as a successful “going concern.”  If the club is not 
generating sufficient revenues, it may not be able to meet its cash needs for payroll or to pay vendors, it may not 
be able to gain credit based on operating potential, and it may not be able to attract additional members.  Should 
it fail, the needs of all other constituencies will become irrelevant. 

Return on the members’ investment and continuing support is essential for the club’s success.  While their other 
reasons to invest in a marginal enterprise – such as prestige; a sense of obligation to other members, the 
community, or employees; or the expectation of improved future performance – over the long-haul members 
will not be willing to invest in a poor-performing club. 

 
The basis for the traditional hierarchical 
organizational model is the military concept of 
“chain of command.”  In this model, management is 
represented as the sequence of authority in executing 
the will of the board and members – and certainly 
management plays that essential role.  But in addition 
to not representing the importance of members, it 
also places the employees at the bottom of the chain – 
thereby visually relegating them to the position of 
least consequence. 

 
Next in order of importance are the needs of members.  Without sufficient members utilizing the club, it will 
not be viable.  If not viable, it will not last long – and all constituencies lose.  Ultimately, members are attracted 
by price and the quality of products and services.  Taken together, quality and price create a sense of value – the 
value perceived by members.  If enough of them perceive value, they will frequent the club to spend their 
money and will make it successful.  If not, the club will ultimately fail. 

 

 

The service-based organizational model depicts the 
importance of satisfying members, as well as the 
important role of employees.  The club’s operational 
leaders are placed at the bottom, clearly emphasizing 
their role in serving the needs of all constituencies. 

 

 



  
                                                         

   
© 2010 – Ed Rehkopf  
  

96 

What I Expect from Our  
Club Management Team 

 
 
 
 
 
 
 
 
 
 
 
 

PERFORMANCE 
EXPECTATIONS 

 
The articles in this section describe the expectations that I, 
as a General Manager, have for the management team that 

reports to me 
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Managers’ Financial Responsibilities 

 
Managers are responsible for the financial performance of their clubs/departments.  There are several specific 
elements associated with this responsibility, which we have broken down into the following broad categories: 
 
Budgeting.  Budgeting is the process of establishing a financial operating and capital plan for a future fiscal 
year.  Budgets are formulated using history, benchmarks, knowledge of upcoming events or trends, and one’s 
best professional judgment. 
 
Comparing actual performance to budget.  Once approved, budgets are the fiscal plan for the year.  
Managers are responsible for comparing actual performance to budgets on a monthly basis and intervening as 
necessary to achieve budget goals.   
 
Achieving revenues.  Achieving revenue projections is one of the two primary means of meeting budgets (the 
other being controlling expenses).  Managers are responsible for monitoring revenues and aggressively 
intervening when revenues fall short. 
 
Controlling cost of goods sold.  Departments with retail operations (golf, food, beverage, and tennis) also 
must control the cost of goods sold and investigate high cost of goods sold by using Cost of Goods Sold 
Analysis, PCPM Form 244.  Managers can do this by ensuring accurate monthly resale inventories, carefully 
tracking departmental transfers and adjustments, and using an Annual Retail Buying Plan. 
 
Controlling payroll costs.  Payroll is the single largest expense in club operations.  Payroll costs are the most 
significant expense that managers must control.  The Pay Period Summary Report, PCPM Form 229, and the 
Departmental Payroll Summary Analysis, PCPM Form 230, are effective tools to compare actual to budgeted 
payroll costs. 
 
In order to control payroll costs, it is essential that managers have timely and accurate data regarding their 
departmental payroll cost.  Essential to getting this data is correctly following timekeeping procedures, setting 
schedules to meet forecasted levels of business, and the dogged determination to track payroll expenses closely 
to ensure that budgets are not exceeded. 
 
Controlling other expenses.  Other Expenses comprise all the other departmental operating expenses. 
Managers can control these expenses by carefully reviewing expenditures on a monthly basis, using Tools to 
Beat Budget to monitor expenses by expense category, and by periodic in-depth reviews of significant expense 
accounts. 
 
Benchmarking.  Benchmarking is the act of measuring operating performance.  Each department head is 
required to track detailed benchmarks for his or her area of the operation 
 
Pricing.  The starting point for meeting revenue projections is proper pricing of products and services to 
ensure enough markup to cover associated expenses.  Pricing should be reviewed on a periodic basis to ensure 
that budgeted margins are being maintained. 
 
Purchasing.  Managers are responsible for purchasing materials, supplies, and inventories for their 
departments.  Managers must be familiar with all purchasing policies (Accounting Policies – 4000 Series) to 
properly fulfill these responsibilities. 
 
 

http://www.lulu.com/shop/ed-rehkopf/annual-budgeting-disciplines-an-essential-element-of-performance-management/ebook/product-24366337.html
http://www.lulu.com/shop/ed-rehkopf/controlling-payroll-cost-critical-disciplines-for-club-profitability/ebook/product-24356676.html
https://pcpmmarketplace.store/products/club-benchmarking-resources
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Report This! 

 
Some years ago, while I was discussing the benefits of benchmarking with a club general manager, he surprised 
me by saying that he “didn’t like reports.”  I was so stunned by this admission that I never did discover his 
objection – whether he didn’t like preparing them for his superiors or didn’t like getting and reading them from 
subordinates.  Either way it seemed to me that he was unnecessarily limiting the flow of information and 
blinding himself to the details of his operation. 

Let me digress for a moment to imagine a pilot of a commercial airliner in the cockpit of her plane.  At any 
moment of the flight from pre-flight preparation, take off, cruising to destination, to approach and landing, she 
has a host of dials, gauges, and indicators that keep her informed of the status of all operating systems and 
external factors affecting the plane – information such as altitude readings, fuel levels, engine oil pressure, status 
of hydraulic systems, radar signals, navigation beacons, and so on.  The pilot, by monitoring this array of 
displays, assures herself that all parameters of the plane’s performance are within desired standards.  If 
something is amiss, alarms will immediately notify her of problems needing her attention, thereby assisting her 
in taking the appropriate action to assure the safety of plane and passengers.   

It may be said that club operations are just as complex with thousands of details that must be attended to daily 
(though without the serious safety implications).  Yet the person with overall responsibility for operations – the 
general manager – has limited mechanisms to report on the health and vitality of the enterprise in anything 
approaching real time.  In some operations the only indicator of developing problems is the monthly financial 
statement that becomes available weeks later.  Even then, the summary information in the operating statement 
provides only a limited assessment of performance at best. 

Modern point-of-sale and club management software systems have come a long way in providing the underlying 
detail of the operations with “drill-down” capabilities and custom reporting, yet how many general managers 
avail themselves of this trove of information or make a formal effort to analyze the detail in the long-term 
context of goals and budgets? 

This brings me back again to reports.  A discipline of formal reporting can and does provide a means of 
monitoring specific information on a regular basis.  As such, reports are an important mechanism for the general 
manager, as well as department heads, to monitor performance in a timely and efficient way.  For the 
department head tasked with preparing the report, it is a disciplined means of focusing on the important details 
of departmental operations while creating a record of ongoing initiatives, progress toward goals, and 
departmental performance.  Once established, the discipline of routine periodic reports is the best way for a 
subordinate manager to influence the boss’s perceptions about his or her performance.  

For the general manager, regular reporting of key information from department heads is the best way to monitor 
departmental performance with the least investment of time.  Instead of personally digging into the details of the 
operation, the general manager can review periodic reports and benchmarks and focus time and attention on out-
of-line parameters.  Also, by putting the responsibility on the department heads to monitor and report key data, 
they are in the position of primary discovery, allowing them to formulate solutions or initiatives to correct 
operational deficiencies, as opposed to putting that burden on the general manager.  Lastly, by establishing such 
a reporting discipline, the general manager is providing a critical lesson to subordinate managers – that they are 
responsible for the performance of their departments, that they must pay close attention to the details of their 
operation, and that they are responsible for managing the boss’s perceptions of their performance by providing 
timely and accurate data, analyzing information, and drawing conclusions regarding operational trends. 
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