
PRIVATE CLUB BOARDS OF DIREC-
TORS HAVE BEEN OMNIPO-
TENT…SOMETIMES! OR AT LEAST
THEY THINK THEY ARE.

And if your club is content with your
current board and management rela-
tionship, and your club is addressing
and solving the multiple issues you face
today, and are planning for tomorrow,
you may not need to change.

If your club has no micromanage-
ment issues, your club may not need
to change.

Club boards historically have not
been the most productive, effective or
efficient, nor its members the most
qualified. But the fact is, private club
boards, since time immemorial have
been omnipotent, with everyone else
at the private club, (members includ-
ed) subservient.

That’s quite understandable because
that’s the history of private clubs.
Maybe boards should be omnipotent,
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as long as they’re representing the club
members’ interests.

However, history also tells a different
story…that private clubs have been
operated on the whims of domineering
boards of directors, and powerful
cliques or personalities within the club
who have pushed their personal agen-
das.

In more recent years many country
clubs have operated with a manage-
ment troika of the golf professional,
the clubhouse manager and the

grounds superintendent, reporting
directly to the board or a specific board
committee, and often doing so without
any requirement for consultation with
anyone but themselves, let alone the
club’s members.

Whatever the rogue boards or com-
mittees wanted, they got or vested as the
management troika has acceded to the
wishes the powerful few who have made
decisions in their own narrow interests.

There’s often been little tolerance for
new faces or voices as the “ol’ boys’
club” dominates the club’s govern-
ment. Thus many issues have ham-
pered club growth, transparency,
inclusion and participation. So many

ineffective, inefficient operations
remain, particularly as clubs struggle
to stay afloat in the aftermath of one of
the country’s worst recessions.

The fact is, boards of directors can
make or break a private club. Habits of
the volunteer leadership and manage-
ment and the resulting behaviors, have
been set in stone. 
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The best private club solutions come from boards and management
working together. Collaborative governance is a process of putting
together lasting, effective solutions. Collaborative governance ensures
that the club’s realities are considered and discussed, that there’s trans-
parency, inclusion and participation of all concerned, without decisions
being made in a vacuum.
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Some boards make few decisions, or
poor decisions. Others constantly med-
dle in the management of daily opera-
tions. Or it may be a club of “chummy
members” who have run the club as
their own private fiefdom for years. Or
it may be a club with little or no plan-
ning: short term and long term, none of
which creates a perfect club.

Over time volunteers discovered that
they alone could not efficiently run a
club (while also trying to entertain
themselves). An organizational structure
slowly developed between the volunteer
management (actually members and
decision makers) and paid managers
who focused on carrying out the
requested tasks to meet the goals of the
club’s members. It’s been a subservient
relationship, perhaps not so subtle, that
still carries undertones today.

As the evolution has continued, as
many private equity clubs still hold
steadfastly to the ‘troika’ of the club-
house manager, the golf professional
and the golf course superintendent, the
club’s management structure and deci-
sion making process remains inefficient
and ineffective…stalemated.

The difficulty with this structure and
relationship of course, is that the vol-
unteer board and/or the club president
and any long-tenured committee chairs
see various components of the club as
their personal turf. They continually
micromanage the paid managers so
that to do what the volunteer board,
president or committee chair wants
them to do. 

BoardRoom magazine, since its incep-
tion almost 15 years ago, has focused
on private club governance, the club’s
board of directors and the need for
boards and club general managers to
work cooperatively for the good and
benefit of the club and its members. 

Our focus has been and is to inform
and educate boards of directors, some-
thing that’s a continual process because
of the revolving door syndrome of

board and committee members being
replaced on boards and committee
each year.

Now is the time for clubs to get their
act together!

And for those wanting to increase
their productivity, investing in a more
effective board of directors while limit-
ing the micromanagement of staff, is a
noble objective. And I would advocate
implementing change that leads your
club to collaborative governance.

My colleague Tarun Kapoor, has
innovated and preached his proprietary
concepts of collaborative gover-
nance…in which boards of directors
and club general managers not only co-
exist, but where there is a strong, con-
tinuing collaborative effort between
the club’s volunteer board of directors
and the paid management.

I’ve known Tarun for the past 20
years and his collaborative governance
concept is the most unique, sustainable
and the most relevant to the private
club industry today. 

This concept has the breadth and
depth that will benefit members in the
ever-changing private club environ-
ment. The goal of collaborative gover-
nance is to develop effective, lasting
solutions to a club’s many issues.
Collaborative governance, now the
standard of governance for
BoardRoom magazine, goes far beyond
the ‘status quo’ governance cycle in
which many clubs are mired.

Private clubs lurch on a precipice of
decision-making, one that will ulti-
mately influence their futures, and
which can meet the demands and
requirements of today’s ever-evolving
private club membership.

“The fact is, private clubs are not
being run in the most effective, most
efficient nor fiscally responsible man-
ner,” Kapoor opined. “Change is need-
ed, but old habits die hard.

“The troika or three-legged stool of
governance has long outlived its useful-
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ness, especially as the business of running a private club
becomes more and more complex. Issues facing the industry,
such a member recruitment, and retention, employee
recruitment and retention must be treated with greater
urgency.

“The financial implications for club have not ceased…the
need to be fiscally prudent and the needs for experts within
the club management structure has increased…not dimin-
ished. The status quo must change!” he exclaimed.

“Little or no communication and/or coordination has real-
ly created a very inefficient governance system Not only did
it create managers who really have been administrative assis-
tants to the boards of directors, but it also created a much
more expensive proposition for the members. 

“Governance at many clubs today pits members against
members, volunteers against volunteers and volunteers
against paid managers. This general dysfunction leads to
chaos and all kinds of operating efficiencies,” Kapoor relat-
ed. 

I agree. We need to change the structure and process of
operating private clubs. Collaborative governance, as Kapoor
outlines, is the only way to sustain this change, with a per-
sistent commitment to change for the benefit of the private
club industry.

“Private clubs, in most instances, are a ‘not for profit’ busi-
ness, dealing with daily collaboration between volunteers

and paid staff,” Kapoor added. “It’s a one of a kind business
where our customers are also our owners and employers.” 

Unique characteristics for sure, replete with paradox,
including: 

• The member as an owner versus the member as a customer
• The member as an employer versus the member as a

customer
• The board member as a director versus an advisor
• The board member as an employer versus an advisor
• The inherent conflict of interest faced by volunteer leaders.

“Without understanding these characteristics,” Kapoor
emphasized, “you cannot see the inefficiencies and the dys-
function in the existing system. As well, you can’t reflect on
leadership and management practices, and what is necessary
for a club to be successful today.

“The underlying philosophy provides a framework for the
club to sustain success, but it must surface and resurface and
become ingrained in the club’s culture, a core value for mem-
bers, enabling a club to be successful year after year.

“The difficulty for many clubs today is the lack of clar-
ity in leadership roles and the responsibilities of the vol-
unteer boards of directors and the paid management,”
Kapoor suggested.

“Role clarity reinforces the role of the volunteer as one
of setting the club’s direction, and the role of staff as the
professionals in charge of managing the club. This also
prevents volunteers from falling into the trap of becoming
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unpaid management, and management not taking owner-
ship of the club. 

“The club’s mission, vision and values are the responsibil-
ity and focus of the club’s leadership…the volunteer leader-
ship (the president and board) and the paid leadership (the
general manager),” Kapoor related.

“Many club boards and committee change each year and
so many clubs depend upon the president to guide the club. 

“Collaborative governance requires both volunteers and
management. It’s a mechanism that creates a balance of
powers between volunteers and management and checks
and balances. For example, while many committees are
bound in a club culture allowing them to initiate change, it
really shouldn’t happen without the consent of the board,
and the board relaying the policies and instructions to man-
agement for implementation.

“This can only happen if there is collaboration between the
board and management, and if there is an institutionalized
process of planning and implementation within the club.

No question, planning, particularly strategic planning
plays a major role.

“In seeking a slow sustained commitment to change, a
commitment to collaborative governance warrants a com-
mitment to operating a club through a strategic plan,”
Kapoor emphasized. “And this takes us far beyond a club’s
master planning, which deal mainly with facilities.”

As we move forward, BoardRoom magazine will focus a
concentrated effort on Kapoor’s collaborative governance
concept. We will assist in developing the process and prac-
tical tools allowing the club boards, committees and man-
agement to operate their clubs in a more fiscally responsible
way, without sacrificing member satisfaction.

The best private club solutions come from boards and
management working together. Collaborative governance is
a process of putting together lasting, effective solutions. 

Collaborative governance ensures that the club’s realities
are considered and discussed, that there’s transparency,
inclusion and participation of all concerned, without deci-
sions being made in a vacuum.

In future Publisher’s Perspectives, we’ll address the roles of
the board and the club’s paid management.

At least that’s the way I see it! BR

John G. Fornaro, publisher

Bottom line: the volunteer board and the club’s general manag-
er work together. The club manager has to involve the board of
directors and the board has to allow the general manager to
run the club’s daily operations.

If you have comments on this article or suggestions for other topics,
please contact John Fornaro at (949) 376-8889, ext. 4 or 105  or
via email: johnf@apcd.com
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THE GAS GRILL YOU CAN FOLD
AND TAKE ANYWHERE!

• SAVE ON LABOR COSTS
• IMPROVE PRESENTATION

• INCREASE PROFITS

"This grill has outperformed my expectations. I am
thrilled to have a piece of equipment that is portable,
compact and light weight. It truly works as promised.
We 'Hit the Jackpot' when we purchased our grill"

Jeffrey J. Small, Executive Chef, Food Service Director
Mississippi Belle II Casino, Clinton, IA

To order contact: sales@mediasonic.ca
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G
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i10 Earphones attach to the
iPod via Apple’s 30 pin dock
connector and deliver an enthralling
sound experience with deep bass,
clear vocals and natural highs.
Disturbing background noise is almost entirely
eliminated by world leading Active Noise Rejection™

technology from Phitek Systems.

Fully featured, i10 earphones include integrated
monitor and volume functions and come equipped
with leather carry case and additional ear buds
to ensure the perfect fit.

i10 earphones provide the ultimate
upgrade path for iPod users keen
to improve sound quality and comfort.

$69.99
ORDER BEFORE 09/30/10

REGULAR PRICE $199.99
FREE SHIPPING WITHIN THE U.S.
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