7/25/10  Jerry McCoy – Strategic Planning  (1.75 hours)
Jerry gave everyone a Strategic Management Handbook which shows “A System for Monitoring Change, Tracking Progress and Getting Results in the Private Club Industry” and the Strategic Planning Survey which was the result of responses received from the Georgia Chapter.

Review:

1. Review a Comprehensive Planning Approach

2. Look at options that are working

3. Examine what is happening in Georgia

4. Provide solutions to manage and track progress

Agenda:

1. Club governance history

2. What is happening strategic planning wise in Georgia

3. Introduce the business plan model – thinking of your club from a business plan perspective

4. Compare the CMAA “CGM” 

5. The fact-finding process 

6. Plan development & presentation

7. Provide a plan management system – an actual living document

8. Plan implementation

In 2002 Jerry started his consulting business and met with Ron Rosenbaum at Premier Club Services.  PCS provides a signature education item for clubs every year.  Jerry designed the Board Resource Manual and within this manual was the directors guide for understanding club governance. 

CLUB GOVERNANCE HISTORY

-The Board Resource Manual  - Concept was to put together all the resources that are best practices in Club Governance and we need to detail it in a small handbook for board members.

- Within this is a director’s guide to understanding Club Governance  - a small handbook so they have a resource to go to to understand what is happening in the industry.  At the same time, we tried to figure how to bring out the most important aspects of it.  As discussed things, we ended up coming up with a best practice.  We had 60 best practices that were identified throughout the guide.

-The governance checklist  -  The governance checklist provides a method for club leaders to adopt up to 60 best practices. The practices adopted would be the basis for an enhanced governance structure. They can then decide which of these they want to adopt, revise or not use. The practice expands the bylaws and the relationships between the Board, committees, management so sound decision making can take place. 

CMAA has done an excellent job in educating general managers – promoting COO concept.  The problem is there needs to be an emphasis on educating board members, making them a more fine-tuned machine.  Jerry thought the emphasis of the next decade should be the education of unpaid volunteer leaders. The director’s guide promoted that concept.   

He and Ron took 30 of the key best practices and developed the 2003 national survey of club governance.  Sent this to 890 GMs around the country that were CMAA members.  What impact had the directors guide for understanding club governance had on the industry?  A few years later they sent out the survey to another 890 GMs with the same 30 questions.  They compared 2003 to 2007 and Jerry went over the results which all went up from 2003 – 2007.  The full survey is available at www.clubwiseconsulting.com . 
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The Georgia Chapter CMAA Strategic Planning Survey :  Jerry reviewed the results from the 12 surveys received.

Conclusions of the survey:

· Disproportionate Amount of Large Clubs in the Survey

· Large clubs are more advanced when it comes to planning

· If all clubs participated the results would probably be closer to national averages

· There appears to be a problem with plan management 

· Some affect of economy on focus 

If you start a business and go to a bank for a loan, the bank wants to see a business plan.

Business Plan: how are you organized, how is your ownership set up, what is your operating and financial model, what are you trying to accomplish, what are your goals and objectives, what is your budgeting process, what kind of experience do you have in order to make this endeavor work?  

Everyone states that the club is a business so why not think of it from a business model perspective. If this is done it helps explain to a member what the club is from a business model aspect. 

The Club Business Plan: 

Charter – identifies what the club is and is as an entity

Bylaws – establishes the rights of the owners and how the club organization works

The Club Entity is now formed.  Now it is time to more specifically identify what the club will provide its members, how it 

    will provide those products and services and how ongoing operations will take place from year to year in the form of a 

    business plan.

At this point operational business modeling must take place. Business modeling is the identification of the products and 

   services the club wishes to provide its members based on the available facilities, overall expectations and financial 

   where-with-all of the member owners. 

The next aspect of the business plan is to understand the interaction of the governance and management system that is established in the bylaws or interpreted by the elected leadership with operational objectives. The club governance model is the interpretation of the bylaws regarding the flow of authority and responsibility. These decisions and interpretations should be combined into a Board Policy Manual or BPM .   You can see how the governance structure works by examining the CMAA Governance Model from their website. The BPM provides the relationship between volunteer leaders and management. 

Making the organization function requires development of the operational plan and a determination of the flow of authority and accountability. If it is to function well it also needs a strategic plan. Therefore the last piece of the business plan model is to provide a system for developing strategic initiatives. This system must also provide a process for modifying and updating the operational plan and the governance model. The concept is that it is a living document to track progress surrounding operational and strategic objectives.

What is the Board policy manual and how is it used?

Strategic planning success factors:

. reasonable time requirements of club leaders  

. process is logical and consistent (well planned & documented)

. leadership and management focus is constant and ongoing (from year to year)

. members can identify with their role (members must be part of it)

. measuring satisfaction and value remains paramount (key driving thing for strategic planning)
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If you are doing a strategic plan you must have all the facts.  

1. Planning to Plan – positioning for effective planning

2. Values audit – operational review

3. Mission formulation – evaluating what the club is

4. Strategic business modeling – setting priorities

5. Performance audit – Fact Finding & Problem Definition. 
6. Gap analysis – data & satisfaction analysis

7. Integrating functional plans – review priorities & targets

8. Implementation – with options

9. Implementation considerations – measure progress

10. Revisit plan – develop the living document

How do we establish a member driven process?

. general member involvement (committee system)

. volunteer leader involvement

. open and transparent communication

. ask opinions, identify problems, provide solutions
Fact-finding & problem definition.

Gathering critical information

· The comprehensive membership survey: club leaders must have a clear understanding of their constituency. They must know what the members think about the overall club experience. This is the first step in involving the membership in the process. The final plan must be member driven if they are going to buy in and potentially fund new initiatives in the long term.

· The employee attitude survey:  all progress in a service business is made through the employees. A quality human resources program must be in place if the day-to-day operations are to meet expectations. It is necessary to know how the employees feel about the business.

· Leadership strategy survey: identify the opinion of Board members regarding club issues. Develop a list of key questions regarding the club, as well as an online survey that can be completed by each committee and board member.  Send email to board members separately to get individual answers. Subjects of leadership survey – organizational philosophies, membership issues, sources of revenue, cost/value relationships, social issues and capital investment issues.  When you find where disagreements are, you can come to a compromise.

· Solution analysis – digest the results of fact-finding:  complete a limited operational and facility review. It is important to spend time on property with the key leaders and staff prior to any strategic workshops to learn about the strengths and weakness from their perspective and identify the problems that appear to limit progress.

The survey process has to drive the strategic plan, whether its membership, operations, f&b, golf course, etc. 

If you do an employee survey, you must give the results to them and follow-thru with answers.

How New Employees Think

. initially try hard

. soon believe opportunity is limited and then lose respect for supervisors

. don’t feel the environment is positive

. pay for performance is a big issue (this is the #1 issue on employee surveys)
Jerry McCoy – Strategic Planning – page four

Jerry reviewed some strategic plans from clubs from start to finish. 
Jerry encourages clubs to have an annual new member reception at the end of the year; invite the new members and their sponsors.  Ask new members questions (mini survey): are you well acclimated into club life? Have we met your expectations? Where can we improve for the next new member? What can we do to help the person coming behind you to enjoy the club experience more?  What do you think is the best and worst we do?

If you want to know what your club should look like in five years, ask everybody that has joined in the last couple of years.  You need to know why they are joining, and after they have joined you need to know if they are happy because if they are happy they will invite others to join and that’s your market. 

How can we track management?

Look at your club from a business plan perspective. Each year the board has to have an annual vision and conclusion. Pre-planning for next year – stay ahead!

Every board meeting should have strategic plan on agenda. Give all the goals operating or strategic that either have a concern or a stop.  Every quarter give a full report of the ones ongoing , the ones completed, etc.  

Make sure your nominating committee chooses great people and tracks their progress. 
Summary:

Today managers are savvier and club boards more effective. Planning is playing a crucial role in organizational improvement. However, it is still amazing how many hours of planning take place compared to the time committed to monitoring and then managing progress.  It is great to plan but if you don’t have a system to track the plan then the potential for failure dramatically increases.

If there is no system in place then it is time to get started at the beginning. 

