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A s a general manager, chief financial o!cer or depart-
ment head, it is imperative to embrace and own the 
story of your club or department—the intersection of 
its experiences, culture and where it is heading. An 

e"ective story supports the club’s mission and values and the role 
of each department and sta" within it. When crafted and com-
municated e"ectively, it creates buy-in and unifies the members, 
board and sta". 

It’s not enough to work hard and generate great outcomes. 
One must also:

Know the story
Own the story 
Tell the story 
Sell the story 
Defend the story 
Enjoy the glory of the story
In most clubs, board members come and go rapidly in blocks (by 

design) and such high turnover results in the story being forgotten, 
reimagined and changed without the consent of the owner.

It is not enough to deliver accurate, 
timely and useful information to the board 
of directors. Such valuable deliverables 
typically have a very short shelf life. Like a 
golf course, the story will no longer serve 
its intended purpose if it is not nurtured 
and maintained.

Pairing the operational story with the 
financial story puts the entire management 
team in position to enjoy success and elimi-
nates potential misinterpretation of results. 

In order to create a strong story, under-
stand your purpose and values at the club 
and how it fits into the purpose and values 
of the entire management team. A general manager (GM) or de-
partment head is like an entrepreneur running a business backed 
by investors/members. The entrepreneur owns it and runs it. It’s 
yours to show and tell. Entrepreneurs tend to be successful oper-
ators, but they make the mistake of assuming their story tells and 
sells itself, and if operations are going well then desired financial 
results will follow.

GM-CFO Relationship
When the strengths and weaknesses of a club’s business opera-
tors (GMs and department heads) compliment those of the chief 
financial o!cer (CFO), the result is a synergy that combines the 
strengths of both and diminishes the weaknesses of both. It is 
incumbent upon the CFO with the support of the GM to build an 
environment conducive to this type of union. The CFO should 
lead this endeavor because story telling through factual informa-
tion is a natural strength (or should be) of a CFO.

The club’s CFO is also the CFO for the GM and each depart-
ment head. This business relationship empowers the entire 
management team because there is a tremendous transfer of 
knowledge between operations and finance. The club’s business 
environment should have informational accuracy and transpar-
ency that allows for course corrections in a timely and delib-
erate manner and eliminates month-end surprises. This keeps 
management in charge of the story and provides the board with 
the information it needs.

The CFO works closely with the GM and department heads, 
helping to bridge gaps between:
�Q Financial reporting and financial presentation.
�Q Being in charge of accounting and leading the charge  

of accounting.
�Q Empowering yourself and empowering others.

Financial Reporting and Presentation
To succeed, clubs should bridge the gap between financial reporting 
and financial presentation. This bridge is built with the collective 

operational and financial knowledge of the 
entire senior management team resulting in a 
unified and clear story to the board of direc-
tors. The board will have confidence in a sto-
ry when it is accurate, appropriate and easy to 
comprehend—and then used to make critical 
strategic decisions. A board of directors that 
makes strategic decisions based on vital 
information provided by the senior manage-
ment team creates a leadership environment 
conducive for informed decisions made in the 
best interest of the club.

Bridge building requires a strong team 
e"ort involving the entire senior manage-

ment team. The team e"ort also extends to front line associates 
but this article’s focus is on senior management. However, the 
bridge is not complete until all associates understand and partici-
pate in its construction and maintenance.

The CFO serves as the architect and engineer of the bridge, 
the GM is the general contractor, and the department heads are 
subcontractors. In this analogy, a sturdy bridge is comprised of 
multiple layers of information in the form of financial statements, 
financial tables, graphs, charts and executive style summary 
commentary. If the bridge is properly constructed, the executive 
summary may result in a very short and successful financial dis-
cussion at each board meeting. On those occasions when finan-
cial issues arise at a board meeting, the bridge should connect 
to the issue and provide clarity for the matter under discussion. 
Transparency leads to better decisions and resolutions.

The table on page 28 shows the components of a sturdy  
financial bridge.

The budget process 
is the power grid 
that keeps the 

senior management 
team energized to 
act and react in 
a deliberate and 

businesslike manner. 
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While this board review seems extensive and burden-
some to issue on a monthly basis, it is actually a byproduct of 
what an accounting department should typically review each 
month. All of the information in a financial review package 
must be owned by the department heads and feed into the ac-
counting department in a routine and accurate manner. The 
department heads own this information and use these metrics 
to monitor their business.

Leading the Accounting Charge
Being in charge of accounting means owning the responsibility 
that all club transactions are properly accounted for in an agreed 

upon manner and system, resulting in the issuance of proper, 
accurate and timely financial statements with related supporting 
schedules and analyses.

In addition, the CFO also extracts the value to drive the busi-
ness forward by converting accounting information into actiona-
ble information to allow for course corrections. 

Information sharing at all levels allows for operational and 
financial adjustments while maintaining perspective. To ensure 
the bridge between accounting and action is built properly, the ac-
counting department (not just the CFO) must maintain excellent 
working relationships and open lines of communication with each 
department. Each department (not just department head) must un-
derstand and respect the expectations of the accounting department 
and the accounting department must understand and respect the 
expectations of each department. Build e!ective and synergistic re-
lationships between and among each department on both the team 
and individual level. Relationship building is a byproduct of empow-
erment. So as empowerment permeates throughout an organiza-
tion, more powerful and e!ective relationships are developed. It’s a 
self-perpetuating rise to the top once this process is energized.

Empowerment
A CFO has tremendous power and influence in an organization 
but such strengths diminish over time unless they are strategi-
cally shared with others throughout the organization. The most 
e!ective way a CFO can empower others is through encouraging 
department heads to own the finances of their business as much 
as they own the operational aspects. Provide them with financial 
mentoring and financial business tools and reinforce the notion 
they can count on their CFO for any support they need and ex-
pect to manage their business. 

E!ective business relationships among department heads and 
the CFO build trust and confidence that leads to e!ective, two-
way knowledge transfer. For example, an e!ective way to design 
financial tools for department heads includes allowing the de-
partment head to actually design the tool (through mentoring) or 
to direct the CFO in the design (through conversation and inter-
action). Two-way information sharing results in the development 
of highly customized tools. This also puts ownership of the tool 
with department heads and gives them the confidence and de-
sire to use it on a regular basis. Once department heads become 
financially empowered, they tend to use and enjoy this power to 
deliberately drive their business forward.

The most e"cient manner to empower others is through the 
annual budget process. Develop a budget process that includes 
multiple financial tools the department heads can use to “run their 
business.” The budget, when complete, should be an active source 
of guidance throughout the year and not just a once-a-year project.

Monthly Board of Director Financial Review
✓  Executive summary

✓  Balance sheet

✓  Cash !ow analysis

✓  Consolidated income statement

✓  Departmental income statements

✓  Statement of changes in equity

✓  Summary of joining fees and annual fees by membership type

✓  Summary of monthly and YTD membership sales

✓  Analysis of equity transactions vs. budget

✓  Debt analysis

✓  Summary gross pro"t analysis—Pro shops and F&B

✓  Food & Beverage analysis per cover

✓  Summary of F&B covers by venue and meal period

✓  YTD F&B cover and revenue analysis by month

✓  F&B gross pro"t analysis by venue

✓  Pro shop and F&B inventory & turnover analysis

✓  Monthly summary of covers with graph

✓  Monthly summary of golf rounds with graph

✓  Monthly summary of "tness center usage with graph

✓  Monthly summary of tennis usage with graph

✓  Monthly summary of spa usage with graph

✓   Monthly summary of full time equivalent employee  
headcount with graph

✓  Monthly summary of golf lesson revenue with graph

✓  Monthly summary of "tness training revenue with graph

✓  Monthly summary of tennis lesson revenue with graph

✓  Annual capital expenditure analysis with year-end projection

✓  Accounts receivable aging analysis

continued on page 30 ʼ
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EXAMPLE 1: THE FOOD AND BEVERAGE TEAM STRUCTURE & ORGANIZATION

DIRECTOR OF FOOD & BEVERAGE

F&B MANAGERS

Bistro (1)
Main Dining Room (1)

DINING ROOM MANAGERS

Bistro (2)
Main Dining Room (3)

A la Carte (1)
19th Hole (1)

DINING ROOM 
SUPERVISORS

Bistro (1)
Bartender—Bistro (1)
Main Dining Room (2)

Banquet Setup (1)

SERVICE STAFF !103"

Bistro
Main Dining Room

19th Hole
A la Carte

Banquet Setup
Locker & Card Rooms

Beverage Carts
Concierge Desk

CATERING SALES TEAM

Director of Catering (1)
Catering Manager (1)

Social Events Director (1)
Catering Assistant (1)

VALET COMPANY

Manager (2)
�ƩĞŶĚĂŶƚƐ�;ϮϱͿ

EXECUTIVE CHEF

CHEFS & SUPERVISORS

�ǆĞĐƵƟǀĞ�^ŽƵƐ��ŚĞĨ�;ϭͿ
MDR—Sous Chef (1)

�ǆĞĐƵƟǀĞ��ĂŶƋƵĞƚ��ŚĞĨ�;ϭͿ
19th Hole—Chef (1)

19th Hole—Sous Chef (1)
Bistro—Chef de Cuisine (1)

Bistro—Sous Chef (2)

KITCHEN STAFF !61"

A la Carte
Prep Kitchen

19th Hole
Bistro

^ƚĞǁĂƌĚ�^ƚĂī
Cafeteria

This article began with the 
following six aspects of “the 
story”: Know, own, tell, sell, 
defend and enjoy the glory. 
The story is not complete 
without one of the most hated 
communication devices com-
mon in all organizations—the 
dreaded “org chart.”

This chart makes most peo-
ple wince because its purpose 
is to place everyone in a box 
based on status and position. 
If you reimagine the org chart 
as a diagram most football 
or basketball coaches use to 
manage the game as it’s hap-
pening, then all of a sudden it 
becomes a dynamic, exciting 
and critical management tool.

For example:
�Q Is the GM on top of the or-

ganization or all around the 
organization?

�Q Is the assistant GM on top 
of the organization or in the 
belly of the organization?

�Q Is the food & beverage di-
rector on top of the food 
& beverage department 
or in the belly of the F&B 
department?

�Q Is the CFO on top of the or-
ganization or all around the 
organization?

�Q Does the CFO manage 
through the controller or  
shoulder-to-shoulder with 
the controller?
The org chart should display 

the strength of the professionals 
managing the club without re-
gard to status and position and 
focus the picture for impact, 
interaction and responsibility. 
The two org charts to the left 
demonstrate this concept.

EXAMPLE 2: THE ACCOUNTING DEPARTMENT ORG CHART

DIRECTOR OF FINANCE

Controller

Accounts  
Payable

Accounts 
Receivable

Food & Bev 
Controller

Director of 
Purchasing

Receiving 
Clerk

Purchasing 
Clerk

ZĞƋƵŝƐŝƟŽŶ�
Clerk

Charting Your Organization

Country Club D
epartm

ents
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STRATEGIC PLANNING

MASTER PLANNING

ARCHITECTURE

INTERIOR DESIGN

PURCHASING

THOUGHT PROVOKING,
FORWARD THINKING.

We at Chambers know 
it’s about more than 

just great design. 

Everything matters.

SUBSCRIBE FREE
for industry trends 
& insights from our 

private club experts 

Thought Leaders 
& Industry Experts
MD 410.727.4535  /  TX 972.253.3583  /  MN  612.295.0725  /  DC 202.851.3201

UNION LEAGUE CLUB OF CHICAGO
Bi!  Yeager Photography

The CFO should lead the budget process at a meeting with 
the GM and department heads to establish the budget philoso-
phy and strategy. The philosophy describes the budget process 
and presentation that leads to the establishment of a budget that 
conveys pride and ownership of club operations and financial 
results. Once this bridge is crossed the journey through the year 
is deliberate, predictable and successful.

The budget strategy should position each department head 
to own an assumption/zero-based department budget, and 
be proud and excited to present to the board of directors. The 
CFO supports and directs the strategy with analyses and re-
porting tools to facilitate the conversion of operational knowl-
edge into financial presentation and the department head 
interprets and delivers his or her story. 

Telling the story is a great opportunity for management to 
shine their light. Too often, department heads and even GMs and 
CFOs do not take advantage of this opportunity and view board 
or committee inquiries more as a nuisance or inherent evil of the 
job. In reality, when the board or a committee makes inquiries, 
they are teeing up the opportunity for management to shine.

The budget presentation to the board can take many forms. 
One format has each department head present their budgets live 

(no more than one hour per department). The CFO acts as the 
moderator to keep the process on track and assist in the pres-
entation as deemed necessary. In order to manage this process 
e"ciently, all information would be presented on a large screen. 
The presentation would not be an overwhelming data overload, 
but rather a professional and polished demonstration of manage-
ment’s ownership of the budget. The by-product is a high level of 
board confidence in management.

The same metrics used in the budget process should be 
carefully monitored on a daily, weekly, monthly and annual 
basis. Adjustments/course corrections are made in accordance 
with strategic business needs from daily to annual. Metrics 
under constant review to ensure success include, but are not 
limited to, the following: Meal covers, golf rounds, labor costs, 
FTEs, accounts receivable, COS percentage, inventory turno-
ver, fitness and tennis member usage/training classes, home/
membership sales and many others.

This conversation doesn’t end here but rather it’s just  
the beginning.  

Geo!rey Fisher is director of !nance at BallenIsles Country Club in Palm 
Beach Gardens, Fla. He can be reached at g!sher@ballenisles.com.
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