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2 hours
He and his partner get to walk into 175 clubs a year and they see what is working well and what is not working so well. About 25 of those clubs, in the last few years, have had the best years they’ve ever had – despite the economy.  About 50 of these clubs are treading water.  A number of them will have to make some pretty tough decisions. 

Kurt gave us several examples of clubs with good leadership skills:

· Good leadership is knowing your entire staff – by name. Always acknowledging them as you cross paths.

· Every morning one club chef prepares about six logoed bags with a bottle of water, sandwich, apple/banana, and every time the waste management, FedEx and Sysco drivers pull up to the back gate, the chef walks out there and says “thank you so much for doing your job today – we couldn’t get this done without you” and hands him the bag. 
· Another manager met with the club President to discuss issues and then went to the staff with the same issues and stated “we are not going to let anyone go”.  He requested they go back to their teams to figure out what they can do to reduce expenses.  A few days later they came back with about $500,000 of revenue enhancements.  The staff stated they’ll cut out overtime, forego increases this year to help make this whole thing work. They were empowered to get this done and they did it! The board said they won’t give up staff increases this year; we might have had 4% in the budget but let’s do 2% and if we get all revenue enhancements realized, we’ll look at it again. They actually came up with $750,000 of revenue enhancements because everyone was focused on that issue and the board gave every staff member in the club not only the other 2% but a $200 bonus.  This was all about good  Leadership. 
Effective Club Leaders constantly look at themselves! They don’t wait for someone else to do it for them!  Exceptional leaders deal with all their constituencies well – the board, their management team, employees and members (Jeffrey Christian, Author/Consultant)

SELF AUDIT

Have you asked yourself:

Do I have the title and not the authority? OR, do I have authority, but don’t take the responsibility.


What’s my self audit – how am I truly going to live up to the expectations? 

“The general manager has an opportunity at every board meeting to build trust with the directors”


How do you conduct yourself; how do you carry yourself forward?

Who should be responsible to take the “lead” in leadership at the club?  
The GM/COO/CE! 


You’ve got the title…Who else can start to make incremental, positive, credibility-enhancing moves 


better than the GM/COO/CE?

“Exceptional Club Leader” Traits…where are you on the pendulum?

     Humility –You know what you do not know, and aren’t afraid to admit it. Do you support and encourage 


a learning environment, as well as to recognize the contributions of your team?  They are looking to 


always learn and look to learn from everyone around them.

     Enthusiasm & passion – Are you excited about going to the Club each morning? Are you infectious with your 


enthusiasm? 
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 Honesty & integrity – Do you build the TRUST and CONFIDENCE of your constituents and thereby their 


support, by dealing with them with the utmost integrity?

     Education/Professional Development – Are you on a “continuous learning” curve? Are you HUNGRY to learn 


more every day?  Always setting the bar higher and always volunteering to do more.

     Visible engagement – You spend a great amount of time at the Club, but are you truly “engaged” with your 


constituencies? 

The Fundamentals (you’ve heard this before, but it’s still missing at many clubs)

The National Restaurant Association did a survey of 10,000 people asking why they went back to a particular restaurant…

1. Warm greeting

2. Fond farewell
3. Good food and clean restrooms

And, consider the Ritz-Carlton model and the CORE OF THEIR CULTURE.

1. A warm and sincere greeting using the guest’s name

2. Anticipation and fulfillment of each guest’s needs.

3. A fond farewell using the guest’s name.

Does your staff consistently do these ‘fundamentals’ at your Club?

Five fundamental strategies to leadership success in today’s club world:

1. Make sure that you’re transparent and communicating with ALL relevant constituencies!

2. Strategic and tactical planning is a must!  Some people have a strategic plan-but you need to use it.

3. Value and relevancy is critical!

4. If you don’t think outside the box someone else will!

5. “Walk the walk” if you’re going to “talk the talk”. 

Transparency
Make sure that you’re ‘transparent’ and communicating with ALL relevant constituencies.

People (staff, members, committees, the Board and others) want to be part of the solution! And they have FAR greater ‘buy in’ if they are! 

Strategic and tactical planning is a must!  You can’t wait and react: you must create a plan to address:
· How you’re going to ‘grow’ revenues in a down economy—does our “Mission” still make sense?
· How do we create more usage to current members?
· Are we ‘best’ deploying Club resources—staff, capital, supplies, etc? Bring the staff into the ‘idea’ mix!
· Do members know what we’re doing? How can they be better ambassadors and more knowledgeable?
· Are we getting the best people involved in governance  and leadership roles? 
· Getting the Strategic Planning Committees active and ‘on task’? Regularly!
· Creating your ‘personal’ strategic plan—visibility, presentation, consistency, responsiveness, communications, etc.   What can I do better to raise my level of efficiency?
YOU MUST HAVE AN ACTIVE STRATEGIC PLAN!!!

With clear accountabilities, clear responsibilities, clear timelines, a reasonable number of goals and objectives
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Value and Relevancy is critical!
Does the Board think of you…

· As the first option for solutions to Club issues?

· As having a strong and positive ‘handle’ on each operating department and activity?

· As having resolved lingering operating issues?  You have to do it, who else is going to do it.

· As a trusted “partner”?

And have you…..
· Addressed your weaknesses or areas in need of improvement? Responsiveness, visibility, communication ability, appearance, and so on…your own personal plan needs to be identified!

If you don’t think ‘outside of the box’ someone else will!   Differentiate yourself from the next club.

Some of the best ideas we’ve seen….

· The GM/COO “Audit Report”: getting the leadership team involved in budget presentations as a group

· Comp’d guest green fees for a period of time and with some restrictions, or guest green fees credited to each member’s account for a period of time 

· $2.00 kid’s breakfasts on weekends (or free)

· Creating a season-long interest in using the facilities via a Club ‘Passport’

· New, more effective, more often communication – use of electronic means, but an increase in ‘town halls’ , use of visuals, etc. Great attention focused on the effort really works!

· ‘Tee it up for the troops’, great cause to rally around, and excellent PR for the Club

· Staff rewards for revenue generating savings ideas! 

· Calling your top ten spenders and saying ‘thanks’

· Keeping it all POSITIVE!

“Walk the walk” if you’re going to “Talk the talk”!!

· First and foremost, are you the most positive member of the team?

· Are you and your family using the Club like a member?   STOP IT!  It’s never a positive, may be a neutral, but more than not, it’s a negative.

· Have you installed proper accountabilities for all constituencies – management team, board, committees, staff, yourself? More importantly, are you reviewing them weekly, monthly, quarterly?

· Are you doing 360 degree performance reviews?  This is very effective and only a small amount of clubs do it.

· Do you practice on time management like you expect of others? 

Setting the Standards:

Leadership begins when you set the standards.  If you don’t set the standards, someone else will!  Top leaders set the standards.

Standards reflect a person’s values = they are synonymous.

Micromanagement is often the result of no standards or poor standards.

When you set the standards, you reinforce your role as the Leader!

Building the Trust

Trust is… to have confidence in someone!   Integrity relates to confidence.

Trust is a combination of two things…character and competence, and both are vital!
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Trust Builders

· Share your Standards.  While you have a standard, everyone should know what they are. It helps to reinforce that on a regular basis.

· Helping your board define norms and expectations

· Professional visibility 

· Financial ability

· Communicating effectively (understanding the message)

· On time management

· Educate everyone you can

One Club President’s leadership – Proposed Norms and Expectations of conduct!

An incoming President proposed the following to the board - 
1. Focus on policy/strategy vs. operations
2. One person speaks at a time
3. No more than 3 minutes per person (appoint a timekeeper)
4. No side conversations (this is very disrespectful)
5. Absolute confidentiality – zero tolerance
6. Try our best to reach a good decision and stick with it after we leave-minimize second guessing
7. United front out of the board room
8. Read board books and publications in advance to save time at meetings – be prepared
9. Stick to agenda  (no issues discussed that weren’t on agenda – new issues get put in parking lot)
10. No single person agendas (don’t get on the board for your personal agenda)
Leadership “Team Building” Strategies that Really Work!
1. Recognition – show your appreciation by saying it…OFTEN

2. More responsibility and autonomy – push decisions as far down into the club as you can! You probably have a lot of years of experience on your team – use it!

3. Do the right thing …even if it threatens the bottom line!  

4. Create a culture of learning and mentoring – the Ocean Reef University concept.  

5. Put a key manager in charge of retention.  Somebody who is responsible on your staff, put in charge of retention of employees.  If your employees enter through the back door and it is not up to par – clean it, make them feel like they are important and set that standard!

6. Small things add up – studies show that little perks can boost employee morale! 

7. Communicate your vision non-stop – get out in front of the team, all of them, and talk about what you’re doing, why and how they can help! Create the ‘buzz’!

8. Get the team engaged in problem-solving – when involved, they are far-more committed to the solutions.

PRAXIS =  an alignment of behaviors with beliefs” (Bob Proctor, Author)

Club Examples of Praxis  - When the pressure is on your true self comes out

-Let’s take the Club to the ‘next level’! 

-We want a true GM/COO

-We want the ‘best’ golf course in the area!

-Lack of member involvement on committees (many times this is due to board behavior)
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The ‘Effective’ Club Leader’s Communication Toolbox

Speaking and presentations


Writing

Listening

Non-verbal/physical



Emails


Return phone calls 

Energized staff meetings

Energized Staff Meetings

One of the best ways of getting the most out of your Team, energizing and engaging them to ‘raise the bar’ and to simply enjoy their jobs more…is to take a hard look at your Leadership Team meetings and making them relevant, energizing!

Consider the ‘Four Meeting’ Strategy  - Created by Patrick Lencioni, Author Death by Meeting

Meeting Type

Time Required

Purpose & Format

Key to success

Daily check-in

5 minutes

share daily schedules

don’t sit down







and activities


don’t get off on tangents











don’t cancel if someone can’t attend

Weekly tactical

45-90 minutes

review weekly activities

don’t set the agenda until after







  and key metrica; resolve
  everyone does a quick update on







  tactical challenges/issues
  priorities











don’t get into strategy discussions

Monthly strategic
2 hours


discuss, analyze, brainstorm
limit to one or two topics







   and decide about critical
prepare and do research







   issues affecting long term
engage in ‘good’ conflict discussion







   success

Bi-annual retreat
4-8 hours

review strategy industry
get out of the club







  Trends, competition, key
focus on work; limit social







  Personnel and team issues
don’t try to take on too much

Top leaders are not that because they are smart, but because they know they always have more to learn.

