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The Five Essentials of Private Club Leadership

Abstract

The authors examine underlying dimensions of private club leadership using principal components analysis.
The data were collected between 1996 and 2003 from 702 club managers or club chief operating officers who
are members of the Club Managers Association of America (CMAA). Five factors - innovation, vision, inner
values, stewardship, and communication - were identified as essentials of private club leadership.

This article is available in Hospitality Review: https://digitalcommons.fin.edu/hospitalityreview/vol22/iss2/5


https://digitalcommons.fiu.edu/hospitalityreview/vol22/iss2/5?utm_source=digitalcommons.fiu.edu%2Fhospitalityreview%2Fvol22%2Fiss2%2F5&utm_medium=PDF&utm_campaign=PDFCoverPages

The five essentials
of private club leadership

The authors examine underlying dimen-
sions of private club leadership using prin-
cipal components analysis. The data were
collected between 1996 and 2003 from 702
club managers or club chief operating offi-
cers who are members of the Club
Managers Association of America (CMAA).
Five factors — innovation, vision, inner
values, stewardship, and communication -
were identified as essentials of private club
leadership.

generally held view is that
A‘currently there is a lack of

eadership in the world.!
Leadership is what ordinary people
use to bring forth the best from
themselves and others. Leadership
has been an important topic among
leadership scholars and practi-
tioners over the last several decades.
Research has been examining
underlying attributes, characteris-
tics, and behaviors of successful
leaders. In doing so, leadership has
been defined in various ways and
from different research directions. In
particular, academic researchers
have delineated various leadership

by Ronald Cichy,
Jaemin Cha, and
Bonnie J. Knutson

styles including charismatic, trans-
actional, and transformational lead-
ership, and have focused on which
type of leadership style is effective in
predicting performance outcomes.?
Authentic  transformational
leadership is a revised theory of
transformational leadership, which
emphasizes the leader’s ethical and
moral orientation.’ George charac-
terizes authentic leaders as those
who genuinely desire to serve and
empower others rather than seeking
power, money, or prestige for them-
selves.! Along with authentic
leaders, servant leadership,” which
puts other people’s needs, aspira-
tions, and interests above the
leader’s own, is an increasingly
popular concept in the field. Three
types of leadership behaviors — rela-
tion-oriented, task-oriented, and
change-oriented — have been another
approach to defining leadership.®

Hospitality leadership defined
Prior to 1990, research relating
to leadership in the hospitality
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industry was scarce. Since that
time, however, numerous studies’
have been conducted in several
segments of the hospitality
industry. These studies describe
qualities, keys and secrets of hospi-
tality leaders in the lodging
industry, non-commercial food
service industry, commercial food
service industry, and club industry.
Several studies have focused on
applying the theory of transforma-
tional leadership in the hospitality
industry® These show that
managers/top executives who
exhibit transformational leader-
ship behaviors are viewed as the
most effective. Testa examined a
disparity between the way
employees view their leaders and
the leaders’ own view of themselves
in the hospitality industry, and
found that managers (leaders) gave
themselves higher effectiveness
scores than did their employees.’

Leadership is defined

A recent hospitality leadership
study by Knutson, Schmidgall,
and Cichy” contributes to the
hospitality leadership field in two
ways. First, this study employed
factor analysis to identify the
underlying dimensions of leader-
ship while other previous studies
on hospitality leadership only
relied on descriptive statisties.
Second, this study focuses on
women leaders when most studies
have been based on male leaders.
The authors identified seven lead-
ership dimensions (perseverance,
trust, inner values, responsibili-
ties, stewardship, communication,

and vision) of women hospitality
leaders.

The primary purpose of this
study was to identify and examine
the underlying dimensions of
private club leadership, using proce-
dures similar to those of the
Knutson et al study. In the private
club environment, club chief oper-
ating officers and club managers
must provide leadership for the club
membership, board, and staff.

The survey instrument was
constructed based on three original
sources: 24 leadership qualities
taken from the Bennis and Nanus
classical leadership study, seven
keys to business leadership adapted
from Labich, and 16 secrets of busi-
ness leadership from Roberts.”
Using a six-point scale, respondents
were asked to indicate their level of
agreement from 1, strongly
disagreed, to 6, strongly agreed for
leadership qualities and secrets and
the level of importance from 1, very
unimportant, to 6, very important
for leadership keys. Cichy and
Schmidgall note that “three sources
(leadership qualities, keys, and
secrets) make a good survey basis
because the Bennis and Nanus
work is a classic leadership study,
Labich’s is a popular approach to
business leadership, and Roberts
offers an unusual treatment of busi-
ness leadership.”

Participants in this study (total
n = 702) were chief operating offi-
cers or club managers who were
members of the Club Managers
Association of America (CMAA).
While attending the Business
Management, Institute III (BMI 11T}

Cichy, Cha and Knutson
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at Michigan State University
between 1996 and 2003, respon-
dents were asked to complete a
survey before they were exposed to
a leadership session, so that their
answers were not influenced by the
contents of the presentations, Data
were collected during three
seminar sessions each of the seven
years: April, September, and
November. To ensure that these
data from the seven years can be
aggregated for further statistical
analyses, the post-hoc Duncan test
was used to check for any anoma-
lies among years on scale items.
This test also looked for any trend
over these seven years.

Findings show that scale items
are not different from each other
over that period, and there is no
particular pattern except for club
annual total gross revenue, which
increased over the years. The
authors suggest this trend is the
result of inflation. It should also be
noted that items in leadership
scales are rooted in human values,
and the theory of human value or
personal value theary" indicates
that human values are stable over
time. Thus it is reasonable to aggre-
gate all data from 1996 to 2003 to
analyze the dimensions of overall
private club leadership. Table 1
shows the characteristics of clubs
and respondents.

The majority of the total clubs
were  member-owned  (84.5
percent), compared to corporate-
owned (9.0 percent). Overall, a
majority of the total respondents
were from golf / country clubs (82.0
percent) followed by city / athletic

clubs (10.2 percent), and yacht
clubs (3.7 percent). Of the total,
average annual total gross
revenues were US$4.8 million,
with an average of 121 employees.
The majority of respondents were
male (84 percent). The average
number of years as a club manager
or COO in the club industry was
6.8 years. The age range of the
majority of respondents was
between 36 and 45 (45.1 percent),
followed by 35 years or younger
(33.6 percent), then by 46 to 55
(19.4 percent) years. The largest
percentage of the respondents had
an earned baccalaureate degree
(48.4 percent), followed by 34.9
percent who had some college or
associate degree, and by 12.8
percent who had done postgrad-
uate work.

Factor analysis employed

Because the primary objective of
the present study was to identify
underlying dimensions of private
club leadership, factor analysis was
employed as the primary statistical
technique. Factor analysis is
intended to reduce a large number
of variables to a smaller number of
factors by grouping together vari-
ables that are correlated.” Following
the study procedures of Knutson et
al, factor analyis was run on each set
of the following: 24 qualities of effec-
tive leadership, seven keys to lead-
ership, 16 secrets of leadership, and
the combined set (47 items in total)
of all three survey sets.”

To examine whether the data
were appropriate for factor anal-
ysis, the Kaiser-Meyer-Olkin
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Table 1
Characteristics of clubs and respondents*

Type of ownership
~ Memberowned  845%
~ Coporaeowned 90%
Other - 4%
o Type of cluhrrf_i_i -
T Cy/Ametco T oz
Golt/CountryCb - 820%
" YachtCwb 3.7%
~ Other o o 4.0%
" Annual total gross revenue (Average) 48 milion
" Number of employees - 1212
N Education level -
High school or less - 40%
"~ Somecollege orassociate (two-year) degree 34.9%
%kmccalaureate(fkomﬂﬂm&rkkk_ S 48 4%
T Post graduate wﬁiiij T R 2.8%
Number of years as a club manager_or COO0 (Average) - 6.8 years
Number of yeﬂn the club industry (Ayfge) o Hig years
Age o
 Eysovaner  wmm
36 — 45 years T 45.1%
4%-56yes 194%
55— 65 years 1.9%
—_%Ers or older F’ - 0%
eemder
e 83.9%
Fede 16.1%

* Percentages may not add to 100% due fo rounding.

tics for each scale were higher
than the recommended .5, ranging
from .76 to .92 and Bartlett’s tests

(KMO) measure of sampling
adequacy and Bartlett’s test were
used. For data to be appropriate

for factor analysis, the KMO value
should be higher than .50 and the
chi-square value of Barlett’s test
must be significant at the .05 level
(Kim and Mueller, 1978). As
shown in Table 2, the KMO statis-

were all statistically significant at
p < .01 level. These results certify
that the sample can be subjected
to factor analysis to uncover the
underlying patterns of variables.
See Table 2.
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Table 2
Results of the Kaiser-Meyer-Olkin (KMO) and Bartlett's tests

Bartleit
 Leadership qualiies 2341780
(Bennis & Nanus, 1985)
Keys to Ieader% o 601.943
(Labich, 1988)
Memhip 2028.980
(Roberts, 1985)
~ Combined measures 7003.924

of leadership

Principal components analysis
and Varimax rotation method were
used to generate the factors. The
criterion used for the number of
factors to be extracted was an eigen
value greater than 1. Factor load-
ings above .71 (50 percent variance)
are considered excellent, .63 (40
percent) very good, .55 (30 percent)
good, .45 (20 percent) fair, and .32
(10 percent of the variance) poor.”
Because this study is the first
specifically designed to discover the
dimensions of private club leader-
ship, all variables that loaded at .40
level or above were retained. Cross-
loading items were specifically
examined to see in which factor
they best fit. An alpha was calcu-
lated for each factor with and
without that variable. If a factor’s
alpha score could be improved hy
removing any variable(s), that item
was eliminated, and a new alpha
score was computed. This process
continued until no further improve-
ment in alpha scores could be made
on each individual factor.

KMO Chi-square  Significance

- (df) £<.Il(l1)

0.816 276 p <.001
601943 0760 21 p<00l

0.911 91 p<.001

0919 741 pc00l

Four scales evaluated

To determine the basis for iden-
tifying the underlying dimensions
of private club leadership, the
authors evaluated four types of
leadership scales, using three
criteria: interpretability of factors,
percentage of variance explained,
and range of alpha scores. Table 3
shows the summary of factor
dimensions for the four leadership
scales examined: Bennis and
Nanus, Labich, Roberts, and one
formed by combining these three
scales. See Table 3.

The scale of leadership quali-
ties adapted from Bennis and
Nanus"” produced factors that are
more readily interpretable than
the other three. Factor solutions
that do not make sense in the field
of study are meaningless; even
pbtained factors show adequate
percentage of variance explained
and range of alpha scores.” It is
important for researchers to
ensure clear interpretability of
obtained factors as prerequisite
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Table 3
Summary of factor dimensions

Number Number Range of Percent of
of inftial  offinal Number  alpha variance
items  items of factors scores explained
LEES-MMS
{Bennis & Nanus, 1983) 24 17 5 5310 64 523
Keysto Ieadership{rr - -
{Labich, 1988) 7 7 2 31to0 67 492
SecregaleadershF— - -
{Hoberts, 1385) 16 14 2 7010 .84 46.2
Combined measures - T
of leadership 47 39 8 .46 to 87 49.0

condition. In this sense, although
the range of alpha scores for lead-
ership secrets adapted from
Roberts® was highest among all
scales, this scale was not chosen as
the best scale by which to identify
dimensions of private club leader-
ship because it suffers from
unclear interpretability and also
because it shows the lowest
percentage of variance explained.
A scale of keys to leadership
adapted from Labich* was not
selected as the best scale by which
to identify dimensions of private
club leadership because this scale
shows the lowest range of alpha
scores among all, besides the
problem of interpretability. It also
should be noted that keys to lead-
ership originally included seven
items, based on annotated notes
from business leaders.

The choice of the scale of lead-
ership qualities from Bennis and
Nanus? was reinforced because this
scale shows the highest percentage
of variance explained (52 percent),

achy, Cha and Knutson

compared to the other three (49
percent, 46 percent and 49 percent
for leadership keys, secrets, and
combined set). When the secale of
leadership qualities was compared
to the combined set, this finding is
noticeable because the numbers of
items for the combined set (revised
to 39 items) is more than double the
number of leadership qualities (17
revised items). This result indicates
that the 17 items of leadership
qualities is a parsimonious
measure of private club leadership,
compared to the 39 items of the
combined set.

Therefore, the authors selected
the scale of leadership qualities
adapted from Bennis and Nanus®
as the basis for identifying the
underlying dimensions. This
finding differs from that of Knutsen
et al*, which found that the
combined set produced the highest
range of alpha scores and explained
the largest percentage of variance
when they used the sample of
women financial executives. While
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Table 4
Factors of leadership quality for leaders

Factors

1 2 3

Emphasize quality over quantity.

Place a relatively significant emphasis om@ng.

T
0.70 |

0.62

Encog@d reward risk taking.

| 061

Surround themseives with peEpfe who are
not like therl

0.58

Don't change th_eir minds often.

057

Maintain precise desired outcomes.
Provide a compelling message or vision.

Have a strong personal value or belief system,

_ Have'strong family values.
_Have a goo@r@f humor.

Know their strengths and nurture them.

Believe there is na such thing as failure, only

~ "next steps”; mistakes are, in fact, opportunities.

Pravide appropriate information,resources and

support to allow employees to become empowerad. -

Are excellent public speakers.

}‘ ] B O.TTF

) Are inquisitive; they ask the be@estiionsi. -

071 |

NN

Extra Method: Principal Component Analysis Rotation

Method: Varimax with Kaiser Normalization
Variance explained: 52%

leha

[ 063 [ 064 [ 061 [ 053 | 053]

the study by Knutson et al.* uncov-
ered eight dimensions of women
hospitality leaders based on the
combined set, this present study
supports five dimensions of private
club leadership based on a scale of
leadership qualities taken from
Bennis and Nanus®. These differ-
ences can be attributed to differ-
ences in sample characteristics of
each study. Knutson et al’s
research” only studies female
members of the Hospitality Finan-

cial and Technology Professionals,
while the authors studied both male
and female club managers or club
chief operating officers (females = 16
percent). The level of importance
placed on any one attribute is likely
to be different based on such
elements as industry segments,
gender, time of data collection, and
economic situation.

As demonstrated in Table 4, on
the basis of the scale of leadership
qualities adapted from Bennis and
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Nanus*®, five factors, which
accounted for 52 percent of the total
variance of the revised 17 variables,
were identified. See Table 4.

Innovation is important

The first factor is termed
“innovation.” Innovative leaders
exhibit similar characteristics or
behaviors of what change-oriented
leadership presents.” Change-
oriented leadership implies
leaders’ qualities that continu-
ously make progress for advance-
ment. This factor includes the items
that leaders focus on quality over
quantity and place a relatively
significant emphasis on learning.
These are prerequisites for leaders
to make progress to the future.

An important characteristic of
innovative leaders is that they
experiment with new things. They
are unafraid of trying or adopting
new methods and practices of busi-
ness, and they do not penalize staff
members for taking risks, but
rather encourage and reward risk
taking. Effective leaders should be
ready and willing to change direc-
tion when necessary. They do so by
not surrounding themselves with
people closely similar to or exactly
like themselves, One of the impor-
tant aspects of transformational
leaders is that these leaders stimu-
late their subordinates by
presenting them with challenging
new ideas and different ways to
tackle old problems.® Club leaders
must embrace local, regional,
national, and global changes in the
club industry, and always find ways
to improve business practices and

effectiveness at their individual
private clubs. Effective leaders
should have creative thinking and
flexible planning.®

Vision is essential

The second factor, “vigion,” is
one of the four foundations of lead-
ership discovered and reinforced in
various research conducted by
Cichy and his colleagues. Bill
Marriott defined the essence of
carrying through with a vision:
“Leadership is having a vision first,
and then communicating that
vision.”* Club leaders provide a
compelling vision to staff members.
The vision must be present in all
the decisions of the leaders. This
factor also includes the item, “main-
tain precise desired outcomes,” an
important aspect of a compelling
vision because many managers do
not succeed well or even sufficiently
in connecting vision to the striving
for and reaching of actual tangible
outcomes. Tangible outcomes are
those that people can see and touch
before they even exist. They seem
real despite the fact that they exist
only in the minds and hearts of
those who dream of achieving the
outcomes.

For example, if the club organi-
zation’s vision is to deliver the
highest service quality experience
to club members, staff members
should be directed to an under-
standing of the ways in which such
a vision may be made real and
actually accomplished. Beyond
this, club leaders should provide
staff members with the tools to
measure club members’ satisfac-

_Cichy, Cha and Knutson
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tion. Effective club leaders make
sure that staff members clearly
understand expectations and how
they can reach their goals to
produce desired outcomes for their
club orgamzations.

Most importantly, effective
club leaders should not impose the
company’s vision on staff members,
but rather should allow staff
members to have a shared vision
with the values of the organization.
Effective leaders know that it is the
power of the shared vision that
creates the desired outeome. They
understand that the shared vision
comes from individual personal
visions combined and strengthened
through synergy.

Quality improvements are a
part of each person’s responsibility
daily in an organization that has a
vision of providing its customers
(club members and staff members)
with the level of quality that meets
their requirements and exceeds
their expectations. All of these indi-
viduals end up communicating the
message of quality and “being” the
vision for improving quality.

Inner values are emphasized
The third factor is labeled
“inner values.” Leadership is first,
foremost, and always an inner
quest. Before leaders lead others,
they must first understand them-
selves and lead themselves. Values
tend to act as guiding principles for
individuals and organizations. Self-
knowledge is a combination of
knowing and being true to self and
being loyal to personal values and
unwilling to compromise their prin-

ciples. People wish to follow
someone who knows where he or
she is going. The Hindus have a
saying: “If you don’t know where you
are going, any road will take you
there.” To know their strengths,
leaders regularly ponder a number
of questions about their leadership
vision and values: What are my
personal values? What is my vision?
What is my vision for me as a
person? What is my vision for my
family? What is my vision for the
relationships I am nurturing and
strengthening? What is my vision
for the organization in which I am a
leader? What is my vision for my life
in this decade? Where am I going?
Club leaders also have strong
family values and a good sense of
humor. By recognizing strengths
and building on them and identi-
fying weaknesses and working to
overcome them, self-confidence
emerges. Club leaders must instill
this confidence in their families and
organizations and other people to
strive to be the best that they can
become in service of others, family
members, and club members.

Leaders inspire

The fourth factor is called “stew-
ardship.” Effective club leaders
regularly provide relevant informa-
tion, resources, and support to help
staff members become empowered.
Being a leader means being able to
encourage and inspire followers — in
this example, followers are staff
members. A recent Bennis and
Thomas leadership book® points out
that “when you are the leader, you
have to remember that you work for
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them, not the other way around.”

Empowerment occurs when
information is shared, resources
are made available to help all
contribute to the shared vision, and
all are supported in their efforts.
Leaders believe that the way to get
what they want is first to help
others get what they want. One of
the results of empowerment is an
increase in the competence of staff
members. Club leaders support
their staff members and the staff
members in turn support the values
and vision of the club organization.
This factor also includes an item,
“Believe there is no such thing as
failure, only next steps; mistakes
are in fact opportunities.” Leaders
support others and they do not
punish others for making mistakes.
Mistakes are opportunities for all to
learn and grow.

The transformational compo-
nent “individual consideration” also
emphasizes that leaders should pay
special attention to the achievement
and development needs of their
subordinates (staff members).™
Effective club leaders should help
staffl members improve perfor-
mance by coaching (short-term
strategy) and / or mentoring (long-
term strategy), Leaders foster an
organizational culture that invites
people to believe that they, and not
the leader, are the key to achieving
the shared vision. Club leaders
should have the capability to let
their people do their jobs and help
them fulfill their responsibilities.
Clubs are highly service-oriented
organizations and, in that sense,
club leaders’ roles are to motivate

and encourage others to make staff
members to feel that they
contribute importantly to the orga-
nization.”

Communication is key

The fifth factor, “communica-
tion,” is one of four foundations of
leadership previously identified by
Cichy and his colleagues. Commu-
nication is the key to leading a
team on a successful path toward
a shared vision. Without commu-
nication, a leader cannot build
trust or a shared vision or perse-
vere in the journey. The more
leaders learn about effective lead-
ership, the better they will be able
to communicate with others.
Knutson et al.’s study also identi-
fied communication as one of the
dimensions of women hospitality
leaders. Knutson et al. observed
that “communication is a two-way
street. Most importantly, commu-
nication is active listening and
asking the best questions.” Thus,
both the listening and the
speaking dimensions of communi-
cation should be emphasized in
private club leadership.

Club leaders must listen to the
needs and ideas and support the
associates of the organization. They
know that the associates often see
and fcel what is not seen or felt by
the leader because associates are
more frequently in close contact
with the club’s members. Leaders
must listen to the members that the
organization serves, as well as to
the people in the organization who
serve the members, Club leaders
should listen to understand the

Cichy, Cha and Knuison
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views of others so they can learn
from others.

More research is necessary

What constitutes elements of
leadership is an oengoing debate.
The main purpose of this study
was to determine underlying
dimensions of private club leaders.
The authors believe it to be the
first to identify such dimensions in
this industry. To that end, this
study evaluated four types of lead-
ership scales followed by Knutson
et al.’s procedure®, and found that
the revised scale of leadership
qualities (17 items) taken from
Bennis and Nanus™ best described
dimensions of private club leaders.
Principal components analysis
with Varimax rotation method
indicated that private club
leaders have five underlying
dimensions such as innovation,
vision, inner values, stewardship,
and communication. The authors
also believe that current private
club leaders are most likely to
possess leadership qualities and
characteristics associated with
these five essentials.

Current and future club industry
leaders should pay attention to these
identified five dimensions. Elements
such as communication skills, artic-
ulating vision, and creating shared
vision can be enhanced and devel-
oped through formal education,
training, and organizational manage-
ment programs. Through mentoring
programs, leaders can develop
trusting relationships with their staff
members (employees), and can rein-
force the importance of stewardship.

Limitations of the current
study should be noted. First, future
researchers need to consider modi-
fying the scales to capture other
relevant dimensions of private club
leadership to increase the percent
of variance explained and improve
factor reliability scores. Findings
show that the identified five dimen-
sions of private club leadership —
innovation, vision, inner values,
stewardship, and communication —
accounted for only 52 percent of the
total variance of the revised scale of
leadership qualities. This result
indicates that it may be necessary
to include other dimensions to
define private club leadership. For
example, Kouzes and Posner
emphasize that credibility is the
foundation of leadership, and that
credibility comprises integrity,
honesty, forward looking, and confi-
dence.” Future study requires that
a scale of leadership qualities can
be expanded with added items
(such as items for credibility) to
present a broader view of leader-
ship dimensions in the club
industry. In doing so, the evaluation
of reliability should be reexamined.

Second, the five dimensions
obtained from the study are based
on self-perception of club leaders,
not including staff members’
perceptions. Past research has
shown that in hospitality organiza-
tions there may be disparity
between how staff members view
their leaders and how leaders
perceive themselves. For example,
Testa* assessed perceptions of lead-
ership quality and effectiveness
from both supervisors and subordi-
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nates, and found that supervi-
sors/managers tended to give them-
selves higher effectiveness scores
than did their employees. Thus, the
authors recommend that future
research utilize multi-rater tools to
measure leadership characteristics
and behaviors.

Third, this study was limited to
the explorative of dimensions of
private club leaders, without
linking these dimensions with
outcome variables. It will be impor-
tant to discern the relationship
between these identified dimen-
gions and desired outcome vari-
ables (e.g., job commitment and job
performance). Future research can
determine which dimension plays
the most important role in
predicting  positive  outcome,
assessed from both leaders’ and
followers’ (staff members’) perspec-
tives, Furthermore, future research
on how organizational variables
such as organizational culture and
climate influence one’s level of lead-
ership styles may contribute to
understanding in this field.
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