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Executive Dashboard Report
	  
	My Club
(My Percentile)
	25th Percentile
	Median
	75th Percentile

	
	
	
	
	

	Operating Financial KPIs
	
	
	
	

	Operating Revenue
	
	$5,252,444
	$7,700,000
	$11,118,402

	Membership Dues Ratio
	
	45%
	50%
	56%

	Gross Profit 
	
	$3,216,515
	$4,551,572
	$6,653,759

	Gross Margin 
	
	55.0%
	59.4%
	64.6%

	Fixed Expense Ratio
	
	54.4%
	58.9%
	64.6%

	Net Operating Result
	
	$-240,614
	$40,701
	$283,188

	
	
	
	
	

	Capital Generation KPIs
	
	
	
	

	Total Capital Income
	
	$516,375
	$1,095,727
	$2,194,072

	Net Available Capital
	
	$429,379
	$1,007,052
	$2,051,318

	Net Available Capital Ratio
	
	8%
	14%
	20%

	
	
	
	
	

	Operational KPIs
	
	
	
	

	Payroll Ratio 
	
	53.1%
	56.4%
	60.0%

	Net F&B to Gross Profit Ratio
	
	-10%
	-6%
	-2%

	
	
	
	
	

	Membership KPIs
	
	
	
	

	Number of Full Member Equivalents
	
	345
	468
	652

	Full Member Dues
	
	$6,456
	$8,148
	$11,001

	Full Member Turnover Percentage
	
	3
	5
	9

	
	
	
	
	

	Debt KPIs
	
	
	
	

	Debt to Revenue Ratio
	
	5%
	32%
	68%

	Debt per Full Member Equivalent
	
	$889
	$5,578
	$11,081

	
	
	
	
	









KEY PERFORMANCE INDICATORS:
DEFINITIONS AND INTERPRETATION
OPERATING FINANCIAL KPIs
Operating Revenue
This metric is included mainly for profiling purposes. Total Operating Revenue is the income derived from all operational sources including dues, F&B, golf operations, sports & recreation, operating assessments, etc. Operating income does not include capital income from initiation fees, capital dues, capital or debt assessments, sales of property, or other income from non-operating sources. 

Membership Dues Ratio
Key Question – Is the dues component of our revenue suitable?
The Membership Dues Ratio is a simple, but critical KPI that is a great measure of the old adage “clubs are in the dues business.” Every club must understand both the ratio and the club’s position relative to the industry and/or designated peer sets. Typically, the ratio provides insight into the strength of a club’s dues engine but can also be impacted by clubs that over oversized F&B operations. Dues revenue is THE financial driver in clubs and the MD Ratio assesses what proportion of your club’s operating revenue is driven by dues (the most profitable revenue). There is no substitute for a healthy dues engine. The antithesis to dues revenue is F&B revenue, which typically has a cost greater than the derived income. A low Membership Dues ratio cannot be ignored and deserves intense focus. A low ratio often occurs where member counts (FMEs) are low and/or dues per member is low. Annual dues increases are the best way to ensure your dues ratio stays healthy.
Membership Dues Ratio Calculation: 
Membership Dues Ratio = Membership Dues/Operating Revenue

Gross Profit
Key Question – How much money is available to cover our fixed operating expenses?
Gross Profit is the standard measure of the money a club generates to cover fixed operating expenses (course maintenance, G&A, building maintenance and operation, fixed charges, golf operations labor and sports and recreation expenses). The importance of understanding Gross Profit cannot be overemphasized. Dues revenue is by far the dominating contributor to Gross Profit. A relatively high or low level of Gross Profit is most often correlated to the mix in Dues and Food & Beverage. As in any business, lower Gross Profit tends to result in a weaker Net Operating Result and higher Gross Profit tends to result in a stronger Net Operating Result. The club’s Gross Profit is the sum of its dues revenue plus/minus the Gross Profit from each of the major revenue producing departments plus any ancillary revenue from “non-golf” sports and recreation.
· Gross Profit Calculation: 
Membership Dues + (F&B Net = F&B Rev. – F&B Exp.) + (Rooms Net = Rooms Rev. – Rooms Exp.) + (Other Net = Other Op. Rev. – Other Op. Exp.) + (Golf Ops Rev. – (Golf Ops Exp. – Golf Ops Labor)) + (Yachting Net = Yachting Rev. – Yachting Exp.) + Ancillary Sports and Recreation Revenue

Gross Margin
Key Question – Does our revenue mix produce adequate margin?
The Gross Margin of the club is calculated as Gross Profit divided by the club’s operating revenue. Typically, variation in the Gross Margin is explained by observing the mix of Dues revenue and F&B revenue. Clubs with lower Gross Margin tend to have a higher proportion of operating revenue from F&B (very low margin revenue) with a lower portion from dues (very high margin revenue), and clubs with a higher Gross Margin tend to have the reverse – a higher proportion of revenue from dues and a lower proportion from F&B. A low gross margin can also be caused by an extreme F&B loss as measured by the F&B ratio in the Operational KPI section. One might consider the gross margin to be a reflection of the “liquidity” of a club’s revenue. Clubs with lower Gross Margin tend to struggle to achieve operating breakeven (see Net Operating Result below) because there is not enough Gross Profit to cover fixed expenses. A low Gross Margin will usually cause a focus on the Membership Dues Ratio (see below). By itself, a lower Gross Margin does not necessarily identify a problem, but coupled with a negative Net Operating Result it is likely indicative of a weak “dues engine” (see below).
· Gross Margin Calculation: 
Gross Margin = Gross Profit/Operating Revenue

Fixed Expense Ratio
Key Question – Do our Fixed Expenses align with our ability to fund them?
The Fixed Expense Ratio, along with the Gross Margin, allows a clubs to quickly determine if their gross profit and fixed expenses are in line with each other, or if they are not aligned, whether the mis-alignment is driven by a margin problem or and expense problem. If the gross margin is greater than the fixed expense ratio an operating surplus will result. If the fixed expense ratio is greater an operating deficit will result. Most often deficits occur when the gross margin is low, driven by weak dues revenue, and expenses are typical. Keeping balance between gross margin and fixed expenses is vital.
· Fixed Expense Ratio Calculation: 
Fixed Expense Ratio = Sum of Fixed Expenses/Operating Revenue

Net Operating Result
Key Question – Do we produce enough money to fund operations? Do operations draw money from or produce money for capital?
The Net Operating Result is calculated by subtracting the club’s total fixed expenses from its Gross Profit. Net Operating Result can be positive (operating surplus), negative (operating deficit), or break-even. Ideally, Net Operating Result will be break-even or positive. Deficits must be covered by subsidies that flow from the capital side of the ledger. Embracing the importance of Gross Profit and Gross Margin and their direct effect on Net Operating Result is the first step towards making informed and strategic choices. Given that nearly 80% of a club’s Gross Profit comes from dues revenue, a negative Net Operating Result is obviously caused by expenditures outpacing the a club’s ability to support those expenditures. The key is that everyone understands the Net Operating Result as it stands on its own without any shifting of capital income.
· Net Operating Result Calculation: 
Net Operating Result  = Gross Profit – Course Maintenance Expense – G&A Expenses – Building Maintenance and Operation Expense – Sports and Recreation Expense – Golf Operations Labor – Fixed Charges
Note – these expenses exclude any expenses related to leases which are considered a capital expense.

CAPITAL GENERATION KPIs
Total Capital Income
Key Question – How much capital income do we produce?
Total Capital Income is the income from all capital sources. The “capital engine” of a club is the key to having the money necessary to make ongoing capital investments in the club. These ongoing investments are often necessary to keep the club “relevant” to prospective members. Updated and compelling facilities and amenities are the heart of any club’s value proposition and are critical to maintaining and growing a vibrant, sustainable membership. Common capital income sources include initiation fees, capital dues or assessments, sale of property, investment income, or any operating surplus (positive Net Operating Result). Given that capital needs are fairly predictable, clubs must strive for capital income that is also predictable over time. It is one of the most critical aspects of a Board’s governance and a management team’s duty to assure that capital income matches capital needs into the foreseeable future. Predictability in capital income is necessary and many clubs utilize capital dues as one key source of predictable capital income.
· Total Capital Income Calculation: 
Total Capital Income = Net Initiation Fee Income + Capital Dues + Capital Assessments + All Other Capital Income (Property Sales, Net Profit from Tournaments, Gifts and Donations, Other)

Net Available Capital 
Key Question – How much capital is available after adjusting for operating loss or gain?
Net Available Capital is ultimately more important than Total Capital Income. Net Available Capital is the amount of capital available for investment or debt reduction AFTER factoring in the Net Operating Result and lease payments. Operating deficits draw money from capital income thereby decreasing Net Available Capital. Conversely, an operating surplus contributes to the Net Available Capital. Clubs with relatively low Net Available Capital must determine whether the weakness is caused by low capital income or by cannibalizing from capital to shore up operating deficits). If the former is the case, implementing or increasing capital dues should be considered. If the latter is the case, focus should be on eliminating the operating deficit. Consistently strong available capital has a cumulative positive effect on a club by allowing continuous investment in the club. Consistently weak Net Available Capital has a negative effect over time which manifests as outdated and poorly maintained facilities and amenities. Just as a clear view of available capital is mandatory, so is a capital reserve study. Clubs with a strong strategic plan and strong governance foundation understand the key to long term success is continuously matching available capital with Capital needs year after year.
· Net Available Capital Calculation: 
Net Available Capital = Total Capital Income + Net Operating Result – Lease Payments

Net Available Capital Ratio
Key Question – Do we produce sufficient capital?
The Net Available Capital Ratio is simply the Net Available Capital divided by the club’s operating revenue. Significant analysis has led to the recommendation that a sustainable level of Net Capital requires a Net Available Capital Ratio of approximately 12% to 15%. Note that this 12% requirement can be somewhat smaller for small clubs and larger for large clubs, dictated by the relative diversity of the facilities and amenities in small vs. large clubs. While clubs below the 25th percentile on this measure tend to be capital starved a capital reserve study is always necessary to precisely determine a club’s actual capital requirements.
· Net Available Capital Ratio Calculation: 
Net Available Capital Ratio = Net Available Capital /Operating Revenue

OPERATIONAL KPIs
Payroll Ratio
Key Question – Are we staffed at a level that balances financial results and member service? 
The Payroll Ratio is the club’s total loaded payroll divided by its operating revenue. This is one of the most important ratios for managers and boards to understand and measure. Ultimately, three critical parameters intersect in this ratio – financial results, operating efficiency and member satisfaction. There is a direct correlation between this ratio and the Net Operating Result of every club. Clubs in the upper quartile (>75th percentile) tend to generate operating deficits. Clubs in the lower quartile (<25th percentile) tend to generate operating surplus. Clubs between the 25th and 75th percentile tend to hover around operating break-even. The ratio is statistically “tight,” meaning the farther you fall from the median, the more drastic the differentiating performance of operating result. As with most indicators, there is no firm right or wrong and this ratio should be looked at in concert with the operating result. For instance, if the operating result is negative and your Payroll Ratio is significantly above the median, reduction of payroll likely needs to be considered (see other Club Benchmarking reports and metrics to diagnose department level labor expenses). On the other hand, if you happen to have a relatively high Payroll Ratio and positive operating result, it is likely indicative of a higher Gross Margin and is likely a sustainable model.

· Payroll to Operating Revenue Ratio Calculation: 
Total Payroll (including total payroll taxes and benefits)/Operating Revenue
  
Net F&B to Gross Profit Ratio
Key Question – What is the financial impact of F&B on the club?
Across the industry there is a lack of context regarding the financial results from F&B. Net F&B to Gross Profit is a KPI that places F&B into financial context within the overall club by identifying the relative impact of F&B, as opposed to simply the F&B result in absolute dollars. For example, two clubs may have the same dollar loss in F&B, but that same amount may be insignificant to one club while highly impactful to the other. That impact is effectively measured by understanding how the net result is relative to the club’s gross profit. Context is key. If the ratio is (-15%) and your club has an operating deficit, the F&B loss may need to be trimmed. The same (-15%) ratio in a club with an operating surplus may show that subsidy level is acceptable and simply indicates the choices the club makes in terms of service and quality. As a side note, making a substantive impact in F&B results will typically require an adjustment in the F&B labor ratio (FB Labor/F&B Revenue).

· Net F&B to Gross Profit Ratio Calculation: 
F&B Profit or Loss/Gross Profit (F&B department revenue and expenses need to align with Club Benchmarking’s standard F&B accounts)

MEMBERSHIP KPIs
Full Member Equivalents
Key Question – Are dues rates and member count optimally balanced to produce adequate dues revenue?
The Full Member Equivalent (FME) metric is the club’s total dues revenue divided by the amount of dues a full member pays (not including capital dues). The intent of using FMEs is to standardize the member count within clubs. For example, if dues for social membership equal 20% of full member dues, five Social members equal one FME. With the great variation in the number of membership categories from club to club and with the variation of the number of members spread between categories the FME count offers a simple and standardized manner of comparing member counts. The FME count represents one of the two cylinders in a club’s dues engine and is critical in optimizing the overall output of the dues engine (dues revenue). Every club should strive to achieve an optimized dues engine while meeting the cultural and financial objectives of the club (fewer members paying higher dues, more members playing less dues, etc.). The critical issue is to understand the strength of your club’s dues engine.
· Full Member Equivalent Calculation: 
Total Dues Revenue (excluding capital dues)/the dues a Full Member paid

Full Member Dues
Key Question – Are dues rates and member count optimally balanced to produce adequate dues revenue?
Almost eighty percent of the money to operate a club (the Gross Profit) flows from the dues engine. Full Member Dues (FMD) is the amount a full member pays to belong to the club. FMD is the second cylinder of the dues engine. A meaningful increase in Gross Profit requires an adjustment to one of the cylinders in the dues engine. Either the number of members needs to increase (an increase in FMEs) or the amount a member pays needs to increase. Clubs should avoid the temptation to “Band-Aid” a weak dues engine with increased F&B revenue as F&B revenue generally does not produce Gross Profit. Clear, fact-based understanding and optimization of a club’s dues engine needs to be a core focus of the management team and the Board. Annual dues increases is a best practice to ensure a healthy dues engine over the long term. Clubs that consider a dues increase as an action of last resort often experience stress and inconsistent financial results.




The Standardized Dues Engine

Dues Revenue is the result of two simple things – how many people belong and how much they pay to belong….
FME count multiplied by the dues a full member pays = total membership dues revenue


DEBT-RELATED KPIs
Debt to Operating Revenue Ratio
Key Question – How leveraged is the club?
The Debt to Revenue Ratio is calculated as the clubs’ year-end total debt divided by the operating revenue. Debt, managed wisely, can be helpful for clubs as a way to handle major capital investments that can’t be met from Available Capital. Over-leverage often places impactful interest payments on a club. Those interest payments are, in-effect, a tax on the club’s gross profit and can compete with the other funding needs of the club (course maintenance, etc.) There are two zones that are particularly significant. Generally speaking, clubs with a Debt to Operating Revenue Ratio over 100% are outside the comfort zone. Clubs with a ratio over 150% require intense focus.
· Debt to Operating Revenue Calculation: 
Total Debt at Year End/Operating Revenue

Debt per Full Member Equivalent Member
Key Question – What is the burden of debt on our membership?
Debt per Full Member Equivalent is calculated as the club’s total debt at year-end divided by the number of FMEs. While the Debt-to-Revenue ratio reflects the burden at the club level, Debt per FME represents the burden that would ultimately be borne by each member. Values in the upper quartile are often a red flag and require scrutiny and further investigation.
· Debt per Full Member Equivalent Calculation: 
Total Debt at Year End/Full Member Equivalents
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